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THE DEVELOPMENT AND TESTING OF A SYSTEMS APPROACH
TO CONFLICT MANAGEMENT AND ITS ATTITUDINAL
EFFECT ON PRINCIPALS
Purpos e
The purpose of this study was twofold: (1) to
develop a systems approach as a vehicle to improving the
abi lity to mana ge conflict and (2) to meas ure the effects
of the syst ems approach on attitude s of pri nci pals relative
to con f lict man agement.
Methodology
A randomi zed pretest- pos ttes t control group rese arch
des ign was empl oyed in this s tudy. A total of 52 pri n-
cipals from an urban school setting compris ed the sub j ects
use d i n the s tudy. The experimenta 1 group was exp osed to
a w orkshop that explained the systems approach to conflict
management. Th e Rider-Coughlin Sea le, deve loped i n 1973
at Geo rgia Stat e University was use d to col le c t th e data.
A total of five tables are contained in Chapter IV of
this study. There was one null hypothesis. It was tested
at the .05 level of significance by use of the t-test.
Findings
As a result of the null hypothesis tested in this
study the following findings are summarized:
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(1) An analysis of the data revealed that there
was no significant difference in the scores
for principals in the experimental group
compared to those in the control group at
the point of origin.
(2) Principals in the experimental group showed
a 43.26 mean gain between the pre and posttest.
(3) Principals in the control group showed a -9.11
mean gain between the pre and posttest.
(4) The difference between means for the control
and experimental groups was significant at
the .05 level.
Conclusions
The null hypothesis states that there will be no
significant difference in the attitudes of principals
relative to successful conflict management after partici¬
pating in a conflict management training workshop and those
principals not participating in a conflict management work¬
shop. The null hypothesis was tested and rejected at the
.05 level of significance. Based on this data, it is
evident that the systems approach workshop on conflict
management created a significant difference in the scores
between the experimental and the control groups. The con¬
cepts utilized in the systems approach and implemented in
this study were effective in improving the attitudes of
principals relative to conflict management. The data
rejecting the null hypothesis revealed that the systems
approach to training in conflict management is an effective
vehicle for improving and changing the (measured) attitudes
of principals relative to conflict management.
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Implications
The implications based on the findings of this study
are that:
(1) principals need to become aware of this
systems approach in order to develop
effective conflict management among their
building personnel
(2) central office administrators could
benefit from exposure to the systems
approach to conflict management
(3) teachers experiencing the systems approach
to conflict management would develop a
change in attitude and be more proficient
in classroom management techniques
(4) students would benefit from the change
in attitude of teachers who have experienced
the systems approach workshop.
Recommendations
From the evidence presented in this study, it is
recommended that:
(1) future researchers employ other validating
methods to strengthen the validity of the
systems approach
(2) future research, using the systems approach,
be done and include such variables as age,
sex, experience in school administration,
school size, and racial make-up of a school
(3) this systems approach workshop be implemented
for all principals in Dekalb County School
System
(4) research to determine the effects of the
systems approach on teachers relative to
attitudes of conflict management in the
classroom be implemented with expediency
(5) research be done to determine the relationship
between conflict management, behavior and
attitudes of administrators.
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(6) additional research leading to the develop¬
ment and implementation of in-service ,
strategies that address the concepts of
effective conflict management.
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The existence and increased pace of conflict in our
society has placed greater demands on the school adminis¬
trator to successfully manage conflict situations. The
range of conflict varies from debate to fighting, from the
intrapersonal level to the interpersonal level. Subsequent¬
ly, the school administrator quickly learns that conflicts
are hardly avoidable in any extended interaction between
individuals or groups.
Conflict may vary in intensity from mere annoyance to
deep-seated hatred. It can be expressed directly or in¬
directly. Conflict, itself, is by no means inevitably evil
or undesirable. On the contrary, conflict can be creative,
even inducing very positive changes.
The inevitability and existence of conflict wherever
individuals and groups are interacting has recently taken
on an increased pace and intensity in all segments of
society. In our schools, for instance, principals are con¬
fronted with the increasing militancy on the part of teachers,
demands for accountability by tax-payers, parental and
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student concerns about the quality of elementary and
secondary education, racial problems in transitional areas,
teacher turnover, change in the population of the community,
and economic transition that complicates the task of find¬
ing resolutions to conflict. Hence, the productivity of
the school is lessened. Acquiring an in-depth understand¬
ing of the nature of conflict, as well as developing the
skills to successfully manage them, have become prime
requisites of an effective manager, even more so with school
leaders.
Conflict management can be defined as the process of
analyzing a conflict situation, revealing its key elements,
and selecting and enacting strategies to create a concili¬
atory settlement. Conflict management is complicated and
sophisticated. It transverses many different fields of
knowledge requiring an in-depth understanding of the indi¬
vidual and what motivates and induces certain types of
behavior from that individual. A primary task for school
administrators, relative to conflict, then, is one of seek¬
ing a viable, realistic, and practical method of managing
conf1ict.
The development of a means to expedite the acquisition
of the necessary skills and knowledge leading to expertise
in conflict management, then, would be a valuable contri¬
bution to the field of educational administration. One
means of accomplishing the above task might be afforded by
-3-
the development of a systems approach to conflict manage¬
ment .
The term "systems approach" came into prominence
during World War II when teams of scientists were commis¬
sioned to consider the problems faced by Great Britain during
the first Nazi bombings. These scientists experienced
great success by working together systematically in teams.
This approach culminated in an attempt to apply the same
technique to finding solutions to problems in industry and
government. Subsequently, the systematic approach to
problem solving, decision-making, and planning and evaluation
was accepted and utilized by educators.
Senour, in developing a systems approach to individ¬
ualized instruction, defined a system as the assembling
of several parts or separate entities which work together
to solve a problem or provide alternative solutions to an
instructional need. In this context, a systems approach is
a technique for planning the instructional process which
enables a student to proceed on an individually prescribed
learning sequence.^
In recent years the "systems approach" has produced
numerous administrative support systems in which techniques
and procedures have been developed to simplify and system-
matize many of the burdensome aspects of educational
^Robert H..Senour, A Systems Approach to Learning
Environments (Roselle, New Jersey: Meded Projects, Inc.,
1975), p. 54.
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administration. The "systems approach" has proven valuable
because it permits a rational procedure for optimizing out¬
comes in difficult and frustrating situations by imple¬
menting a set of related operations to solve problems.
Furthermore, it provides a framework for visualizing internal
and external environmental factors as an integrated whole.^
As the systems approach has proven of value in many
other areas of educational administration, the writer,
therefore, proposes the primary objective of this study to
be the development of a systems approach to conflict manage¬
ment for use by school administrators.
Evolution of the Problem
The writer became interested in the topic of conflict
management as a result of direct work experience in which
a major portion of time was spent resolving interpersonal
and intrapersonal problems of staff, parents and students in
an urban school setting. Subsequently, the writer spent many
hours reviewing relevant literature, engaging in dialogue with
experts in the field, and attending conferences, workshops,
and seminars that would provide strategies that





Contribution to Educational Knowledge
In our present day society school administrators are
placed in situations in which increased conflict persists.
Indeed, change has become the symbol of the future--change
in morals, change in civil rights, change in the purpose of
schools, change in the instructional process, and change in
the community needs. A product of these changes is in¬
evitably a corresponding increase in the frequency and
variety of conflict situations.
How, then, will school administrators manage conflict?
The school administrator must be cognizant of the conflict
potential that is inherent in the position. That is to
say, he must be aware of the various referents in the
environment. The community, board of education, superin¬
tendent, and staff are all power producers which dictate
what a principal does and how he behaves.
Within this context, the writer believes that findings
from this study will be of vital concern to educators who
must cope, manage,and resolve conflict. Studies by Gross,
Mason and McEachern indicate that the school administrator
is caught in the middle of many conflicting expectations,
and that there are implicit, frequently unexpressed expec¬
tations for an administrator's behavior which originate with
the various individuals or groups with whom he comes into
contact.^ Together these kinds of expectations set into
^N. Gross, W. S. Mason and A. W. McEachern, Explora¬
tions in Role Analysis, Studies of the School Superinten¬
dency Role (New York: John Wiley and Sons, Inc., 1958),
pp. 285-318.
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motion higher expectations which dictate how an administra¬
tor should perform in a particular situation.
The writer believes that the findings of this study
will contribute to conflict management literature by pro¬
viding a systems approach that could be used in resolving
conflict management issues.
Statement of the Problem
This study was designed to develop an approach that
would aid school administrators in managing conflict in a
positive integrative manner.
Purpose of the Study
The purpose of this study was to develop a systems
approach as a vehicle to improving administrator's ability
to manage conflict and measure the effects of the systems
approach on the attitudes of principals relative to con¬
flict management.
Statement of Hypothesis
There will be no significant difference in the atti¬
tudes of principals relative to successful conflict manage¬
ment after participating in a conflict management training
workshop and those principals not participating in a con¬
flict management workshop. The null hypothesis will be
tested at the .05 level.
Definition of Terms
The following terms have been defined for clarity
in this study:
Conflict. Conflict exists in situations in
in which parties must divide or share resources
so that, to some degree, the more one party
gets, the less others can have.^
2. Conflict Management. The process of analyzing
a conflict situation, revealing its key elements,
and selecting and enacting a strategy with which
to attempt a conciliatory settlement.2
3. School Administrator. A person designated as
the leader, or one of the official leaders, or
managers, of a school, a school system, or a
department or division of a school system.
Principal and administrator are used synonymously
in this study.
4. Attitude. ". . . an attitude represents a person's
readiness to respond toward a certain object, or
class of objects (or symbol of objects) in a
favorable or unfavorable manner."3
5. Conflict Management Scale. An instrument develop¬
ed and validated at Georgia State University,
designed to measure the attitudes of managers
relative to concepts of successful conflict
management.^
^P. Brickman, Social Conflict (Lexington, Mass.:
D. C. Heath and Company, 1974), p. 1.
2n. H. Rider, "Developing an Instrument to Measure
the Attitudes of School Administrators Relative to Concepts
of Conflict Management" (Unpublished doctoral dissertation,
Georgia State University, Atlanta, Georgia: University
Microfilms, 1973), No. 74-8849, p. 16.
3
D. J. Lawless, Effective Management: Social Psycho-
logical Approach (Englewood Cliffs, New Jersey: Prentice-
Hall, Inc., 1972).
4
Rider, "Developing an Instrument to Measure the
Attitudes of School Administrators Relative to Concepts of
Conflict Management," p. 16.
-8-6.Systems Approach. The assembling of several
parts or separate entities which work together
to solve a problem or provide alternative
solution.,1 A systems approach for managing
conflict provides a technique for planning the
process in which an administrator may proceed
toward positive, rational, and integrated con¬
flict resolution.7.Strategy (of conflict management). The planning
and directing of efforts toward a conciliatory
' settlement of a conflict situation using methods
such as compromise, counterproposal, and




8.Competency. The capacity to perform an admin¬
istrative task at a satisfactory level of per¬
formance, implying the possession of the ability,
skill, talent, knowledge,and understanding
necessary to achieve satisfactory performance.
Competence further implies different levels of
performance.2
Limitations of the Study
The range of conflict varies from the intrapersonal
o the interpersonal level. This study was concerned with
nterpersonal and intergroup level conflict •
The limitations are as follows:
(a) Because the study was conducted in Dekalb
County only, the findin gs were n(Dt generalizable
to a broader popu 1 at ion •
(b) Attitude changes will not necessarily cause
behavior changes.
^Robert H. Senour, A Systems Approach to Learning En-
vironments (Roselle, New Jersey: Meded Projects, Inc.,
1975), p. 54.
^H. H. Cook, Jr., and K. P. Van Otten, "A Study of the
Prime Competencies Required to Perform the Tasks of the
Secondary School Principalship" (Unpublished doctoral dis¬
sertation, University of Utah, 1972), p. 5.
CHAPTER II
REVIEW OF RELATED LITERATURE
The basic assumption of this study is that the atti¬
tudes held by principals relative to the concepts of con¬
flict management can be improved through in-service training.
To facilitate the prupose of the study, six areas of
review will be necessary. The first area is the literature
related to the systems approach. The second area explores
the value of conflict. The third area deals with strategies
of conflict management. The fourth area focuses on com¬
munication as a factor in conflict management. The fifth
area is related to the individual as a factor in conflict
management. The six area examines the Rider-Coughlin
Management Scale.
Systems Approach
Since the term systems approach came into prominence,
it has produced numerous administrative support system in
which techniques and procedures have been developed to
simplify and systematize many of the burdensome aspects of
educational administration. The researcher will be using
the term in this study. Therefore, it is important to the
review the systems movement as well as how it may be
applied to conflict management.
The term systems approach derived from system thinking
or theory. Ludwig Bertalanffy described system theory as:
-9-
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. . . a broad view which far transcends
technological problems and demands, a
reorientation that has become necessary
in science in general and in a gamut of
disciplines from physics and biology to
the behavioral and social sciences and
to philosophy. ... In one way or
another, we are forced to deal with com¬
plexities, with 'wholes' or 'systems,'
in all fields of knowledge. This implies
a basic reorientation in scientific
thinking.^
System theory has been described as a general science
of wholeness; that is, investigating problems as related
wholes. In conflict situations, a problem must be seen and
examined in its full complexity if there is to be any
chance of solving it. Furthermore, conflicts must be
divisible into separate parts or phases to reach a solution.
Kaufman described the sum total of these parts or phases
working independently and together to achieve a required
2
outcome as a system.
Robert A. Senour, in developing a systems approach
to individualizing instruction, defined a system as the
assembling of several parts or separate entities which work
together to solve a problem or provide alternative solutions
to an instructional need. A systems approach, then, is a
technique for planning the instruction process in which a
^Ludwig von Bertalanffy, General System Theory: Foun¬
dations, Development, Applications CNew York: George
Braziller, Inc., 1968), *p. 5~i
2
Roger A. Kaufman, "Systems Approaches to Education:
Discussion and Attempted Integration," Social and Techno-
logical Change: Implications for Education, Part III, p. 125.
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learner may proceed on an individually prescribed learning
1
sequence.
Glenn Immegart indicated that there are theoretical
aspects of systemsthinking--there is, in fact, no single,
all-inclusive, universally accepted, and well-enunciated
body of knowledge that can be accurately called systems
theory--even though the theory label is often attached to
2
systems thought and concepts. Subsequently, the systems
movement has produced a mode of thought. Systems thinking,
therefore, provides a viable approach to asking and answer¬
ing questions.
Moveover, the system's thought is systematic, rela¬
tional thought. That is, it is thought--the conscious
process of reflection. Secondly, it is systematic--methodi-
cal, coherent, designed, and analytic in nature. Finally,
it is relational--it accounts for referents, connections,
3
interconnections, and directions. Subsequently, the systems
thought evolves into the systems approach which Churchman
defined as a procedure for characterizing the nature of a
system so that decision-jnaking can be made in a logical and
coherent fashion and the performance of the system can be
described. Churchman further revealed that in systems
^Robert A. Senour, A Systems Approach To Learning
Environments CRoselle, New Jersey: Meded Projects, Inc.,
1975), p. 54.
2Glen L. Immegart and Francis J. Pilecki, An Intro-
duction to Systems for the Educational Administrator




thinking one should start with the central objective fol¬
lowed by a list of subobjectives which are obviously
required in order to accomplish the central objectives.
The basic notion of system is built on the input-
output relationship. Process conceptions of systems deal
with the transformation of inputs through processing sub¬
systems into outputs and the resulting effect of output on
subsequent input and action through feedback and output
evaluation.^ The classic "black box" model illustrates
low definitive subsystems which might well be linked in an
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Ic. West Churchman, The Systems Approach (New York:
Dell Publishing Co., Inc., 1968), p. 6.
^Immegart and Pilecki, An Introduction to Systems for
the Educational Administrator, p. 77.
^Ibid.
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Churchman suggested that in the plan for the develop¬
ment of a system, the process should include the subsystems
activities that determine the overall objective as well
as a justification of each of the subsystems, the measures
of performance and the standards in terms of the overall
objective, then the whole set of subsystems and their
plans and their measure of performance constitute a "systems
approach to the problem of resolving a conflict situation
in a positive and integrative manner."^ The component
which determines the overall objectives and relates the
subsystems standards to the overall can be called the
"Management Subsystem." It is the subsystem that thinks
about the overall plan and implements its thinking. This
2
thinking goes on continuously.
The success of any negotiations process is centered
in the functional and facilitating linkage of all relevant
subsystems in the process and the quality of subsystem
output at every phase of the process is a determinant of
the quality of eventual process output.^
^Churchman, The Systems Approach, p. 8.
^Ibid., p. 8.
^Immegart and Pilecki, An Introduction to Systems
for the Educational Administration, p. 81.
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The Value of Conflict
Hall and Williams concluded from their studies that
established groups tended to improve more when there was
conflict among members than when there was close agreement.
In addition, they revealed that when groups were formed to
further analyze decisions that had been made by individuals,
the average improvement by groups that exhibited high
conflict was 73 percent greater than those characterized
by low conflict situation.^
In many situations conflict is viewed as being
negative and something to avoid. Deutsch expresses several
positive functions of conflict.
It prevents stagnation, it stimulates
interest and curiosity, it is the
medium through which problems can be
aired and solutions arrived at; it is
the root of personal and social change.
Moreover, conflict is often part of
the process of testing and assessing
oneself and, as such, may be highly
enjoyable as one experiences the
pleasure of the full and active use of
one's capacities.2
The question then, Deutsch stated, is not how to
eliminate or prevent conflict but rather how to make it
more productive or, minimally, how to prevent it from being
, . 3destructive.
■*'Jay Hall and Martha Williams, "A Comparison of
Decision Making Performances in Established, and Ad Hoc
Groups," Journal of Personality and Social Psychology
(February 1966): 212.
^M. Deutsch, "Conflict and Its Resolution," in C. G.
Smith (ed.) Conflict Resolution: Contributions of the
Behavioral Sciences (Notre Dame, Indiana: University of
Notre Dame Press, 1971), p. 38.
3lbid.
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Coser reveals that conflict enhances creativity. He
stated that "conflict within and between groups in a
society can prevent accommodations and habitual relations
from progressively impoverishing creativity.^ Of course,
the opposite, stagnation, occurs in the absence of conflict.
Conflict may vary in intensity from a mere annoyance
to a deep-seated hatred. It may be expressed directly or
indirectly. Consequently, conflict within a group serves
as a means of venting pent-up feelings of hostility among
group members. Without ways to vent hostility toward each
other and to express dissent, group members might feel
2
completely crushed and might react by withdrawal. Further¬
more, when individuals and group members feel crushed and
suppressed they may react by using revolution to bring about
a change in hopes of improvement. This impact of conflict
is expressed by Coser. He stated, "Conflict not only
generates new norms, new institutions ... it may be said
to be stimulating directly in the economic and technological
realm."
Borg also expresses a positive view of conflict and
suggests that it is a "safety valve." The term "safety
^L. Coser, "A Social Conflict and the Theory of
Social Change," in Social Conflict, ed. P. Brickman
(Lexington, Massachusetts: D. C. Heath and Co., 1974),
p. 458.
^L. A. Coser, The Functions of Social Conflict
(London: Collier-Macmillan Limited, 1956), p. 47.
^Coser, "A Social Conflict and the Theory of Social
Change," p. 458.
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valve" refers to the venting of pent-up grievances and
emotions. If the grievances are attended to, then con¬
flict will have served the purpose of preventing a more
intense and perhaps catastrophic conflict.^
Conflict is also beneficial to an organization to
the extent that it promotes:
a) The circulation of leadership. The advance¬
ment of new, vital leaders who are better
equipped to reflect the values of the
organization and to serve its purposes.
b) The modification of old goals. The
modification of previously held values to
facilitate organizational adjustment in
the face of change.
c) The institutionalization of conflict. The
organization to establish outlets so that
people can 'blow off steam' without damaging
the structure of the organization.2
Conflict within an organization can indicate that
important positive changes are occurring.^ Borg identified
the following five creative aspects of conflict:
1. Conflict is a means of articulate political
protest.
^M. Borg, Conflict and Social Change (Minneapolis,
Minnesota: Augsburg Publishing House, 1971), p. 71.
^W. G. Scott and T. R. Mitchell, Organizational
Theory: A Structural and Behavioral Analysis CHomewood,
Illinois: Richard D. Irwin, Inc., and The Dorsey Press,
1973), p. 191.
5r. a. Gorton, Conflict, Controversy and Crisis in
School Administration: Issues, Cases and Concepts for the
70's (Dubuque, Iowa: Wm. C. Brown Co., 1972), p. 335.
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2. Conflict creates a new sense of identity for
the actors.
3. Conflict brings together previously unrelated
groups.
4. Conflict creates the possibility of a new
society.
5. Conflict is a safety valve for venting pent-up
grievances.^
Conflict is often necessary to maintain a relation¬
ship between individuals and groups.
Conflict is constructive when it improves the quality
of decisions, stimulates creativity and innovation, en¬
courages interest and curiosity among group members, pro¬
vides the medium through which problems can be aired and
tensions released, and fosters an environment of self-
evaluation and change. The evidence suggests that conflict
can improve the quality of decision-making by allowing all
points, particularly the ones that are unusual or held by
a minority, to be weighed in important decisions. Conflict
is the antidote for group-thinking. It does not allow the
group to passively "rubber stamp" decisions that may be
based on weak assumptions, inadequate consideration to
relevant alternatives, or other debilities. Conflict
challenges the status quo and therefore furthers the
^Borg, Conflict and Social Change, pp. 70-76.
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creation of new ideas, promotes reassessment of group goals
and activities, and increases the probability that the
group will respond to change.^
Strategies of Conflict Management
When an administrator is> faced with a conflict situation.
Gross theorized that three conditions will determine the
action taken to manage the conflict:
1. The administrator's feelings about the
legitimacy of each of the role expec¬
tations which are in disagreement.
Legitimacy in this context is defined
as the perceived right of an individual
or group to expect the administrator to
play a certain role.
2. The administrator's perception of the
negative sanctions to which he may be
exposed for nonconformity to one set of
expectations as compared with another.
3. The administrator's primary orientation
to either legitimacy or sanctions as a
justifiable basis for resolving a role
conflict.
Once the alternative is chosen, the following factors
become extremely important:
1. The strategy or strategies selected by the
administrator for the management of the
conflict.
^Stephen R. Robbins, Organizational Behavior Concepts
and Controversies (Englewood Cliffs, New Jersey: Prentice-
Hall, Inc., 1979), pp. 294-295.
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2. The personality of the administrator involved
in the conflict.1
Strategy in this instance refers to the planning and
directing of efforts toward a conciliatory settlement of
a conflict situation.
One very common strategy in conflict management is
avoidance. The parties to the conflict simply remove them¬
selves one from another and increase the distance between
them to the point where the conflict ceases from sheer lack
of contact.^
Boulding further identified three forms of avoidance.
One party may simply remove himself from
the field; the avoiding party here does all
the work. Both parties may remove themselves;
though this is less likely, as once one party
begins to remove himself, there is little
incentive for the other to move. The third
form is where one party forcibly removes the
other.3
Boulding identified three types of procedural strat¬
egies of conflict management.
N. Gross, W. S. Mason, and A. W. McEachern, Ex-
plorations in Role Analysis: Studies of the SchooT
Superintendency Role (New York: John Wiley and Sons. Inc.^
1958), pp. 285-318.
2
K. E. Boulding, Conflict and Defense (New York:
Harper and Brothers, 1962), p. 308.
3lbid., p. 309.
-20-
The first is reconciliation, in which the
value systems of the images of the parties
so change that they) now have common
preferences in their joint field: they
both want the same state of affairs or
position in the joint field, and so
conflict is eliminated. The second is
compromise, in which the value systems are
not identical and the parties have different
optimum positions in the joint field;
however, each party is willing to settle
for something less than his ideal position
rather than continue the conflict. In
compromise, this settlement is reached
mutually by bargaining between the parties
themselves. The third type of conflict
conclusion is the award, in which a
settlement is reached because both parties
have agreed to accept the verdict of an
outside person or agency rather than
continue the conflict.1
Deutsch identified several propositions regarding
conflict resolution at the interpersonal and intergroup
level.
1. Conflict over negatives is more difficult
to resolve cooperatively than conflict over
positives.
2. Conflict over large issues is more difficult
to resolve cooperatively than conflict over
small issues.
3. Conflict between parties that mutually
perceive themselves to be equal in power and
legitimacy is more difficult to resolve
cooperatively than when there is a mutual
recognition of differential power and
legitimacy.
4. Conflict which threatens the self-esteem of the
parties involved is more difficult to resolve




5. Self-esteem is more likely to be threatened
by conflict if a party to the conflict has
little rather than much basis for self-
confidence or if it is plagued by existing
conflict or difficulty rather than successful
in coping with its problems.
6. Conflict which is resolved by a more powerful
tendency suppressing or repressing a weaker
one often leads to much energy being employed
to maintain the repression and to the return
of the repressed in disguised forms.
7. Some conflicts are inherently pathological
and can best be handled by preventing their
occurrence.1
Katz proposed a continuum for viewing conflict
management strategies ranging from the extremes of primi¬
tive methods of force and violence to integrative creative
solution.
Intermediate between these extremes would
be the recognition of an involuntary inter¬
dependence with bargaining and limited
warfare as its expression. More specifically,
we shall use the following categories for our
analysis: (1) the use of force, threats,
counterthreats, and deterrence, (2) conflict
denial, (3) conflict restriction and con¬
tainment, (4) nonviolence ideological
conversion, (5) bargaining and compromise,
and (6) problem-solving and creative
integration.2
Gross proposed that conflicts are usually resolved
by one of five main strategies; (1) avoidance, or with¬
drawal from conflict; (2) deadlock, or protracted
^M. Deutsch, Conflict and Its Resolution (No. AD624918)
(Alexandria, Virginia: Defense Documentation Center, 1965),
p . 1 8 .
^D. Katz, Nationalism and Strategies of International
Conflict Resolution," in C. G. Smith Conflict Resolution:
Contributions of the Behavioral Sciences. (Notre Dame,
Indiana: University of Notre Dame Press, 1971).
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conflict, which also is a negative condition; (3) victory-
defeat, in which one side wins and the other loses, which
can only be an ambiguous solution; (4) compromise, which
is probably the most common resolution; and (5) integration,
in which the two sides find a solution acceptable to both
of them and neither sacrifices anything. Integration,
according to Gross, produces the most satisfactory results
because it . . brings together the interests of members
and nonmembers and makes it possible for an organization
to achieve influence that individuals could not possibly
attain separately."^
In the initial stages of a conflict situation, the
parties involved have the opportunity of deciding whether
or not to adopt a conciliatory policy. A conciliatory
policy is defined as "... a policy whose aim is to avert
or discontinue conflict without asking or offering
surrender."^
Conciliation is beneficial to the protest group in
that it immediately opens blocked channels of communi¬
cation to the higher levels of authority by negotiating
directly with important officials rather than the lower
echelons who were routinely concerned with the problems
^B. Gross, The Managing of Organizations (New York:
Free Press, 1962), p. 279.
^A. Oberschall, Social Conflict and Social Move-
ments (Englewood Cliffs, N.J.: Prentice-Hall, Inc.,
1973), p. 262.
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underlying the conflict. Another benefit is the oppor¬
tunity for building an image of moderation and restraint
through which public opinion can be favorably induced.
Lastly, the protester may wish to maintain a continuing
cooperative relationship with the opposing party because
of the potential need for support for the solution of
future problems.^
The ability to determine the magnitude of the dis¬
crepancy of unmet expectations of opposing parties in a
conflict situation is an important dimension to success-
2ful conflict management, according to Stagner. The
effective administrator would explore this dimension
thoroughly, seeking a determination of the size of the
unmet expectations of the opposing parties. Stagner con¬
cluded.
I am now proposing that this dimension,
this yardstick, be a scale for measuring
the size of the gap between the expec¬
tations of Party A and Party B. I believe
you will agree that, other things being
equal, a small gap in expectancies will
lead to a conflict which can be fairly
easily resolved, just by virtue of the
fact that not much change is required
to bring the expectancies into line.3
^Ibid., pp. 262-263.
2r. Stagner, 'The Analysis of Conflict," in R. Stagner
The Dimensions of Human Conflict, ed. R. Stagner
(Detroit: Wayne State University Press, 1967), p. 153.
3lbid., p. 156.
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Conversely, a large gap in expectancies will lead to a
conflict requiring a great amount of effort toward reso¬
lution.
A clear understanding of the goals of the opposing
parties can be of significant value in the termination of
a conflict situation. Coser indicated agreement as to
goals and determination of outcome can shorten the
conf1ict.
Once a goal has been reached by one of the
parties and this accepted as a clue to the
acceptance of defeat by the other, the
conflict is ended. The more restricted
the object of contention and the more
visible for both parties the clues to
victory, the higher the chances that the
conflict be limited in time and extension.^
Conflicts are usually resolved on the basis of modi¬
fication of the original positions taken by one or both
parties.
Coser stated compromise is the very stuff of
bargaining relations. In a compromise each party agrees
to scale down its demands. However, Coser warned, "Bar¬
gaining and compromise may never settle permanently the
terms of the resolution. Whenever there is a change in
the relative power of either contender, they will have to
enter into new bargains to settle their "attitudes".
^L. A. Coser, "The Termination of Conflict," in
C, G. Smith (ed.) Conflict Resolution: Contributions of
the Behavioral Sciences (Notre Dame, Indiana: University
of Notre Dame Press, 1971), p. 487.
^Ibid., p. 263.
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In bargaining, the common interests of both parties
leads them to accept rules that enhance their mutual
dependence in the pursuit of their antagonistic goals.
Bargaining requires that some agreement be reached between
the parties; hence . . no party is independent of the
other since it cannot attain its goals without the other.
Each side is dependent for the achievement of its goals
upon the maintenance of a working relationship with the
other.
The use of a mediator can be an effective strategy
in conflict situations. Boulding stated, "Conflict manage¬
ment is . . . something which does not necessarily arise
out of the conduct of the conflict itself. It has to be
fed into it from the outside."'^ Oberschall summarized the
value of using mediators very well.
Mediators are particularly effective if they
have not been identified previously with
either side, if they speak with a united
voice, and most crucial, if they have a
mandate for representing the public whose
interest and point of view have been drowned
in the charges, countercharges, and staking
out of positions by the adversaries.
Mediators may thus possess considerable
moral authority before which both sides
are able to moderate their stand without
losing face and giving an appearance of
weakness. Mediators might be able to
persuade both sides to abide by the
^Ibid., p. 262.
^K. E. Boulding, "Conflict Management as a Learning
Process," in A. deReuk and J. Knight (eds.) Conflict in
Society (Boston: Little Brown and Company, 1966), p. 246.
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principle of reciprocity in negotiations:
in the give-and-take of bargaining, gains
and losses to both sides should balance
out. 1
When is it necessary to involve a mediator in the
process of conflict managment? Deutsch has suggested,
. . mediation is likely to develop when there are
third parties, such as a strong public, with an interest
in preventing strife because of the damage it does to the
community or because of the harm it does to the parties
2
in conflict."
Deutsch identified certain common functions of the
role of the mediator. These functions are similar regard¬
less of the type conflict involved. These functions are:
1. Helping to remove the blocks and distortions
in the communication process so that mutual
understanding may develop. . . .
2. Helping to reduce the tension between the
two sides through careful listening,
blunting and narrowing the issue in conflict,
reducing stereotypes and black-white con¬
ceptions, finding areas of agreement,
reducing the sense of threat, and so on.
3. Helping to establish norms for rational
interaction such as the desirability of
mutually satisfying agreement, open communi¬
cation, mutual respect, use of persuasion
rather than coercion.
4. Helping to determine what kinds of solutions
are possible. . . .
5. Helping to make a workable agreement acceptable
to the parties in conflict. . . .
^Oberschall, Social Conflict and Social Movements,
p. 266.
^Deutsch, "Conflict and Its Resolution."
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6. Helping to make the negotiators and the
agreement which is arrived at seem
prestigeful and attractive to interested
audiences, especially the groups repre¬
sented by the negotiators.I
Gorton suggested two tactics to accomplish the
modifying of position by the parties. The first involves
having both sides fully understand the full implications
of their own point of view, as well as the other side's
position.
While both parties may clearly understand
their own position, it is not unusual for
them to fail to recognize the full
implications of their demands or their
stand on a particular issue, in relation
to the other party to the dispute. Fre¬
quently, by showing how one group's demands
will affect the other party, the mediator
will be able to make it clearer to all
concerned why certain actions are un¬
acceptable or not possible.2
The second tactic is to ask all parties to state the
supporting rationale and main components of the opposition's
arguments.
This step frequently identifies the areas
of inadequate understanding and, if
periodically employed, with appropriate
follow-up discussion, can also build the
necessary foundation of understanding
requisite for compromise and ultimate
solution of the conflict. If compromise
is necessary to resolve conflict, then
^Ibid., p. 47.
2
Gorton, Conflict, Controversy and Crisis in School
Administration; Issues, Cases and Concepts for the 70's,
p. 133.
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certainly a better understanding of the
positions and points of view of both
parties is needed before that compromise
can occur.1
As school conflicts seem to be increasingly asso¬
ciated with the job of school administration, it would
appear advantageous for any administrator to become
familiar with an approach to the analysis of a conflict
situation. Gorton suggested a procedure that should
uncover the key elements of any conflict situation in
which the administrator may be enmeshed, either directly
or in the role of the mediator. In this process, the
administrator should,
1. Determine the primary reasons for the conflict.
2. If directly involved, attempt to view or
understand the dispute from the opposing
side.
3. If in the role of mediator, gain an insight
into the way each side perceives the other,
and the way they perceive the main issue
which has created the conflict.
4. Determine the true aim or goal of both
parties to the conflict.
5. Determine the important facts of the situation.
a. Verify the facts as presented by both
sides.
b. Determine if there are facts not known
or not reported by the disputants.2
Likert and Bowers designed four systems to describe




variables in an attempt at conflict management. They
are:
System 1; Subordinates are virtually never
involved in decision making; they receive
minimum information; they deceive or distort
information going to superiors; and they generally
oppose organizational goals. Superiors do not
trust subordinates, and rely on fear and threats
to accomplish organizational goals.
System 2: Subordinates are occasionally
consulted in decisions; they receive information
that only superiors feel they need; they assure
that most information going to superiors is
distorted; and they resist partially the organi¬
zational goals. Superiors place little trust .
in subordinates, and rely on rewards and
punishment, within an atmosphere of fear, to
accomplish organizational goals.
System 3: Subordinates are usually consulted,
but not involved in decision making; they
receive information needed; they occasionally
distort, but most try to be accurate in
information going to superiors; and they usually
support organizational goals. Superiors place
substantial trust in subordinates, and rely on
rewards, punishment, and subordinate participation
to accomplish organizational goals.
System 4: Subordinates almost always are involved
in decisions related to their work; they receive
all pertinent information needed and wanted;
usually there is no distortion of information
going to superiors; and they fully support organi¬
zational goals. Superiors place complete trust
in subordinates, and rely on participation to
accomplish organizational goals.^
System 4 provides the most effective means of jnanaging
conflict.
^R. Likert and D. G. Bowers, "Conflict Strategies
Related to Organizational Theories," in Attitudes, Conflict,
and Social Change, eds. B. T. King and E. McGinnies
(New York: Academic Press, Inc., 1972), pp. 10-23.
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Superordinate goals are goals which are compelling
and highly appealing to members of two or more groups,
but which cannot be attained by the resources of any
group separately.^ Superordinate goals are effective
because they reduce the degree of hostility between two
disputants. The concept of superordinate goals derived
from several experiments by Sherif. He took well-adjusted
11 and 12 year old boys and placed them in a camp setting.
Subsequently, in an effort to test the characteristics of
intergroup relations, two distinct groups, each identified
with a specific organization and a set of norms, were
formed. Three separate experiments were conducted.
The two groups were later brought together in one
general area. First of all, the contact was under con¬
ditions set up to produce hostility, competition, and
social distance between the groups. Later they met under
conditions designed to test the hypothesis about the
reduction of hostility and derogatory stereotypes.
The conclusions from this study have been widely uti¬
lized in conflict management strategies. They are as follows
1. Intergroup conflict and its by-products of
hostility and negative stereotypes are not
primarily a result of neurotic tendencies
on the part of individuals but occur under
given conditions even when the individuals
involved are normal, healthy, and socially
well-adj ust ed.
^M. Sherif, In Common Predicament; Social Psychology
of Intergroup Conflict and Cooperation (Boston: Houghton
Mifflin, 1966), p. 128.
2lbid., p. 71.
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2. Cooperative and democratic procedures
within groups are not directly transferable
to intergroup relations. On the contrary,
cooperativeness and solidarity within
groups were at their height when intergroup
conflict was most severe.
3. Important intergroup relations have an
impact on the patterning of relationships
and the norms within each group. . . .
4. Contact between hostile groups as equals in
contiguous and pleasant situations does not,
in itself, necessarily reduce conflict
between them.
5. Contact between groups involving inter¬
dependent action toward superordinate goals
is conducive to cooperation between groups,
but single episodes of cooperation are not
sufficient to reduce established intergroup
hostility and negative stereotypes.
6. A series of cooperative situations toward
superordinate goals has a cumulative effect
in reducing intergroup hostility.
7. Tools and techniques found useful in problem
solving within groups and in intergroup con¬
flict may also serve in intergroup coopera¬
tion. . . .
8. Cooperative endeavorsbetween groups toward
superordinate goals alters the significance
of other measures designed to reduce existing
hostility between them. Intergroup contacts
in the^ course of actions toward superordinate
goals were used for developing plans, making
decisions and for pleasant exchanges. Infor-
mation about the other group became interesting
and sought after rather than something to be
ignored or interpreted to fit existing con¬
ceptions of the out-group. Exchange of persons
for the performance of tasks was not seen as
"betrayal" of one's own group. Leaders found
that the trend toward intergroup cooperation
widened the spheres in which they could take
positive steps toward working out procedures




A careful review of the concepts of conflict manage¬
ment which Rider derived from the literature was investi¬
gated by a panel of experts. Rider asked 24 nationally
recognized authors in conflict management as well as six
practitioners from the Atlanta metropolitan area to respond
to 76 concepts he had derived from the literature as being
important to the successful management of conflict. The
results of this inquiry led to an agreement on the 76 con¬
cepts as being important to succesful conflict management
and the addition of seven concepts suggested by the panel
(see Appendix A).^
Communications as a Factor
in Conflict Management
Horne and Lupton revealed in their study that managers
spend 50 to 90 percent of their time attempting to com¬
municate clearly.^ Considerable evidence suggests that
improvement in the communication process acts to enhance
collaboration and stimulate understanding.
N. H. Rider, "Developing an Instrument to Measure
the Attitudes of School Administrators Relative to Concepts
of Conflict Management" (Unpublished doctoral dissertation,
Georgia State University, Atlanta, Georgia: University
Microfilms, 1973), No. 74-8849, pp. 208-219.
2
J. H. Horne and T. Lupton, "The Work and Activities
of Middle Managers," Journal of Management Studies 1 (1965)
14-33.
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The process of communication is the transmission of
meaning from one person to another person. In order for
it to be successful, the information must be understood
by those receiving the information. Therefore, effective
communication takes place only when one is understood.^
In order for a conflict to be managed in a construc¬
tive manner, there must be effective communication among
the parties involved. Furthermore, effective communica¬
tion allows the participants to coordinate their efforts
at resolving their differences, provide information con¬
cerning their goals and positions, ventilate emotions,
reason together, compromise, and expedite the development
2
of a resolution.
Improvement in the communication process can help
remove the barriers that interfere with the conflict manage¬
ment process illustrated by Sayles and Strauss (see Figure
II) . 3
^Stephen P. Robbins, Managing Organizational Conflict:
A Nontraditional Approach (Englewood Cliffs, N.J.: Prentice-
Hall, Inc., 1974), p. 32.
2
D. W. Johnson, "Communications and the Inducement of
Cooperative Behavior in Conflicts: A Critical Review,"
Speech Monographs 41 (1974): 64.
3
Leonard R. Sayles and George Strauss, Human Behavior
in Organizations (Englewood Cliffs, N.J.: Prentice-Hall,
Inc. , 1966) , p"! 256.
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Carl Rogers in his studies indicated that there are
certain characteristics of a good relationship between the
counselor and the client. For the purpose of this study
the investigator will apply these characteristics to a
good relationship between the administrator and disputant.
These characteristics are:
1. The administrator is able to participate
completely in the party's communication.
2. The administrator's comments are always
right in line with what the party is trying
to convey.
3. The administrator sees the party as a co¬
worker on a common problem.
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4. The administrator treats the party as an
equal.
5. The administrator is well able to understand
the party's feelings.
6. The administrator really tries to understand
the party's feelings.
7. The administrator always follows the party's
line of thought.
8. The administrator's tone of voice conveys ^
complete ability to share the party's feelings.
Listening
Deutsch stressed the importance of helping to reduce
the tension between the two sides through careful listening.^
His view is exemplified by Stagner who states that human
beings in conflict situations usually refuse to hear the
3
views of the opposition.
The administrator must develop good listening skills
to help remove the blocks and distortions in the communi-
4cation process so that mutual understanding may develop.
^Carl R. Rogers, Client-Centered Therapy (Boston:
Houghton Mifflin Company, 1969), pp. 53-54.
2
Deutsch, "Conflict and Its Resolution," p. 47.
^R. Stagner, ed., "The Analysis of Conflict," in
The Dimensions of Human Conflict (Detroit: Wayne State
University Press, 1967), p. 91.
4
Deutsch, "Conflict and its Resolution."
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There are many factors that may block or distort the
communication process in conflict situations. For the
most part many talkers feel that no one wants to listen
to what they have to say.
Windes reveals the following techniques an administra¬
tor may use to enhance the communicated process:
CD Reflect the mess age t 0 the talker. . .
It consists of s imply paraph rasing
succinctly the 1 ast s tatemen ts made by
the talker.
(2) Securing clari f i catio n to clarify the
idea, there fore. cl ar ifying the idea
of the mess age. For the mos t part you




Use restatements--and giving the talker
a chance to correct it. In addition,
his thinking. A
situation.
e t alker * s message h as
to that of stalling
hav e fini shed explor ing
res tatement by the
1 tell th e talker
tan ds his message.
rpo se in the listen! ng
should b ecome aware of
d attitud es. Most o f
s' biases are based on
cul ture.
(6) You should get the whole story before
evaluating it. Judgment then biases the
perception of the rest of the message.
From that time on, the listener hears
only the data which fit the early evaluation,
(7) You should judge how much the speaker's
biases are affecting his message.!
Russel R. Windes, Human Listening (New York: Queens
College of the University of New York), p. 115.
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The Individual as a Factor in Conflict Management
The part that personality plays in conflict manage¬
ment has been discussed by Culbertson, Jacobsen, and
Reller. "The personality pattern of the administrator
significantly determines how he receives filters, eval¬
uates, and reacts to communication related to choice
situations."! In this study three psychological concepts
for explaining human behavior and personality were cited
as having extreme importance to decision-making. These
were: cognition, feeling, and volition.
Cognition bears upon such intellectual
aspects of decision as perceiving choice
situations, conceptualizing issues,
gathering facts, interpreting facts, and
weighing values. . . . Feeling has to do
with the emotional components of choice,
such as fear of consequences or feelings
arising from previous or anticipated
criticism. . . . Volition is the control
factor that shapes decision-making.2
The importance of personality, particularly the
authoritarian type and the reconciling type, in ability
managing conflict was also explored by Boulding. The
authoritarian type has a large core of particular values
that he identifies with his person; consequently, he is
not interested in reconciliation but in imposing his will
!j. A. Culbertson, P. B. Jacobson, and T. L. Reller,
Administrative Relationships: A Casebook (Englewood Cliffs,
New Jersey: Prentice-Hal1, Inc., 1960), p. 460.
2lbid., pp. 460-461.
^Boulding, Conflict and Defense, p. 313.
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and values upon others. The authoritarian regards the
exist enc e of differ ing values as personal th reat s rather
than an opportunity for growth. The reconci ling personality
type. by contrast, ident ifies personally. no t wi th any
parti cul ar set of values but with a learn ing pro cess, a
conce rn for the wel fare of others.
Bou Iding said the development of the author itarian
and reconciling personal ity types takes p 1 ac e as a child
matures.
One may hazard a gue ss that the nature
of the learning expe rience, especially
in chil dhood, is of great import ance
in this connecti on. Where learn ing is
associated strongiy with pa in an d punish-
ment, the personality resists the learning
process; consequently, it tends to integrate
itself as soon as possible around a large,
hard core of values and doctrines, and it
resists the learning process thereafter.
This is the path to the authoritarian
personality.1
The flexible person tends to be open-minded and ready
to entertain new ideas and experiences. In one study,
it was established that the flexible personality type's inter¬
personal attitudes are decidely nonauthoritarian. As an
administrator this personality type wants equality and
close personal relationships of mutual understanding and
consideration. These authorities conclude.




around variability of experience, oppor¬
tunity for introducing significant change,
and development of colleague relationships.
He wants to avoid routine, to make the
system better, and to be personally involved
in the lives of others.^
Flexibility also enables the administrator to suspend
judgment in conflict situations and not make a hasty
decision.
The rigid person, by contrast, is often seen as
decisive, disciplined, and tough-minded. He tends to
simplify problems as they arise--to get to the heart of
them quickly--and to process a solution through a decision
calculus well-grounded in stable and consistent values and
principles. If some aspects of the situation do not tie
into this process readily, they must be ignored (or distorted
so that they will fit). Rigid persons are assumed to dis¬
approve of delayed decisions, and feel cluttered by consider¬
ations of tangential matters; flexible persons are more apt
to disapprove of hasty decisions which fail to consider the
2
full range of potential consequences.
Bern cites the differences between the rigid personality
and the flexible personality. His research revealed:
He sees the world divided into the weak
and' the strong and is power-oriented in
his personal relationships--submissive
and obedient to those he considers his
^R. L. Kahn, et al.. Organizational Stress: Studies
in Role Conflict and Ambiguity (New York: Wiley and Sons,
Inc. , 1964) , p"^ 291.
2m. Rokeach, The Open and Closed Mind (New York: Basic
Books, 1960), p. 41.
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superiors but contemptuous and authori¬
tarian toward those he considers inferior.
The nonauthoritarian, on the other hand,
tends to be affectionate and love-oriented
in his personal relationships. The
authoritarian finds it difficult to
tolerate ambiguity and tends to hold
highly conventional values; there was
some evidence that he is likely to be
politically conservative.^
Boulding cited the sources of psychological conflict
and conflict-producing images, especially those within the
family as a field in dire need of exploration.
Reform here is slow, for conflict-producing
personalities tend to reproduce themselves
in their children, and it is hard to break
into the process of culture transmission.
Something can be done, however, at the
ideological level and at the level of
formal education.2
Emotions
In a conflict situation an administrator must provide
an effective means of releasing pent up emotions. Sub¬
sequently, establishing a feeling of trust and understanding
to acquire cooperation among and between the parties in¬
volved in the conflict. Gorton stated that emotions are as
3
important to consider in dealing with a conflict as facts.
Emotions are originated by stimuli located in the
environment. Subsequently, emotional stimuli are present
^D. J. Bern, Beliefs, Attitudes, and Human Affairs
(Belmont, California: Brooks and Cole Company, 1970), p. 23.
2
Boulding, Conflict and Defense, p. 313.
^Gorton, Conflict, Controversy and Crisis in School
Administration: Issues, Cases and Concepts for the 70’s.
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in any conflict situation which initiates an emotional
reaction. These reactions could range from expressions
of extreme pleasure to outbursts of displeasure.
For the purpose of this study emotion is defined as
bodily cooperation with an image, experienced event, a
thought, a memory--cooperation of which the individual is
aware.^
Davitz suggests that the meaning of the various
emotions depends on our experience. He, therefore, produced
a dictionary of emotional terms drawn from what he calls
'commonalities of meaning'--verbal descriptions of emotional
states. Consequently, Davitz's study revealed a dictionary
of emotions. This dictionary gave meaning to what a person




Havens points out that the need for complex empathic
speech is based on the complexity of feelings as experienced
and the need to realize the complexity of another's
emotions.
The use of empathic speech may serve as a vehicle
to facilitate a positive communications process in a con¬
flict situation.
^Arlie Russell Hochschild, "Emotion Work, Feelings,
Rules and Social Structure," American Journal of Sociology
85 (July 1979): 551.
^Joel R. Davitz, The Language of Emotions (New York:
Academic Press, 1969), pp. 37-83.
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The parties involved in a conflict situation usually
demonstrate how they feel by emotional expressions that may
widen the distance for understanding the problem. Havens
states that the language of personal speech may reflect
our distance from one another; however the empathic position
evokes emotional reverberations and spontaneous verbal
accompaniments which has the potential to create closeness
and understanding. Empathy, therefore, involves a sharing
of feelings thorugh verbal statements.
Havens suggested two phases to serve as empathic
bridges between counselor and client. For the purpose of
this study the investigator will apply these phases to serve
as empathic bridges between the administrator and disputant.
They are: 1) Celebrating the naturalness of a feeling,
(no wonder you are upset), 2) Bridging conflict (it is no
2
wonder you feel that way, take courage).
Havens further states that "just as 'no wonder' state¬
ments place the speaker between the event and feeling, touch¬
ing and gradually uniting both, so bridging statements touch
at once the conflicting elements and the felt experiences of
3
the conflict." The following are bridging phrases suggested
^Havens, "Explorations in the Uses of Language in




by Havens that may by used in a conflict situation:
(1) The operative word is courage--the capacity
to preserve one's spirit in the presence of
danger and despair. It is the admiring
acknowledgement of courage that bridges the
elation and despair, that allows for a
positive disputant relationship as well as
being able to explore the disputant's
situation and feeling.
(2) The "it is a wonder" statement--acknowledges
how much the disputant had to deny. It is
a wonder that you still have the urge to
teach after that terrible experience with
those parents.^
Attitude and Beliefs
Attitude and beliefs are related. Several studies
were cited by Fishbein "that an individual's attitude toward
any object is a function of his beliefs about the object and
2
the evaluative aspects of those beliefs." In one of his
studies he emphasized the importance of beliefs in determin¬
ing attitude.
Any belief that is present in the
individual's habit-family-hierarchy has
an evaluative mediating response
associated with it (i.e., all beliefs
have evaluative aspects), and thus it
will contribute to the individual's
attitude. In addition, it seems
reasonable to assume that the strongest
beliefs about an object that an individual
holds are those beliefs that serve to
define and describe an object for him,
that is, descriptive beliefs. Because
these beliefs are likely to be high in
the individual's hierarchy, they
^Ibid., p. 45.
2
M. Fishbein, "Attitude and the Prediction of Behavior,"
in Readings in Attitude Theory and Measurement, ed. Arthor
(New York: Wiley and Sons, Inc., 1976), p. 397.
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probably serve as some of the most ^
important determinants of attitude.
Rokeach, in his studies, states that all beliefs are
predispositions to action, and an attitude is thus a set of
interrelated predispositions to action organized around an
2
object or situation. Rokeach concluded that each belief
within an attitude organization is conceived to have three
3
components: cognitive, affective, and behavioral.
After a broad review of recent literature concerning
attitude and beliefs, Rokeach concluded:
All such theories share the common
assumption that man strives to maintain
consistency among the cognitive, affec¬
tive, and behavioral components within
a single belief, among two or more
related beliefs, among all the beliefs
entering into an attitude organization,
and among all the beliefs and attitudes .
entering into a total system of beliefs.
Conflict may vary in intensity from a mere annoyance
to a deep-seated hatred, be it expressed directly or in¬
directly. Conflict is by no means inevitably evil or un¬
desirable. On the contrary, it can be creative and induce
very positive changes. A primary task for school adminis-
trators, relative to conflict. then, is one of seeking t
become successful managers of conflict. rather than atte
ing the avoidance of conflict.
llbid., p. 396.
^M. Rokeach, Beliefs, Attitudes, and Change (San




The Rider-Coughlin Conflict Management Scale
The Rider-Coughlin Conflict Management Scale will be
used in this study. This scale is designed to measure the
attitudes an individual possesses relative to certain con¬
cepts associated with the successful management of conflicts
Initially developed in 1973 at Georgia State University,
Atlanta, Georgia, the instrument contained twenty-five
concepts of successful conflict management. These concepts
were evaluated by utilizing the Semantic Differential, an
attitude assessment technique developed by C. E. Osgood
and Associates.
In 1976, in a study conducted at the U.S. Army and
General Staff College, Fort Leavenworth, Kansas, the Con¬
flict Management Scale was revised into its present form.
Using the Hierarchical Clustering Scheme, a data reduction
technique, which empirically clustered the similarities of
the concepts and responses, the twenty-five concepts were
reduced to ten.
What is meant by the term "conflict management"?
Conflict management is the process of analyzing a conflict
situation, revealing its key elements, and selecting and
enacting strategies to attempt a conciliatory settlement.
Why measure attitudes relative to successful manage¬
ment of conflict? The Rider-Coughlin instrument was develop
ed to measure attitudes, not predict behavior. The
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connection between individual attitude and behavior is
controversial and inconclusive; however, the importance
of attitude in conflict management is recognized by many
authorities. Most agree that an attitude is a pre¬
disposition to action in a positive or negative way.
The predisposition is related to a person's beliefs,
behavior, and personality. In fact, the attitude is
interwoven with a person's personality which contributes
to a person's behavior. A positive attitude of conflict
management therefore is a contributing factor in the
constructive management of conflict.
Reliability of the Conflict
Management Scale
Test-Retest Reliability
Reliability coefficients of .812 and .738 were
established in test-retest administrations of the instru¬
ment .
Internal Consistency
A reliability coefficient of .904 was established
for internal consistency using the Kuder-Richardson Formula
20 statistical technique.
An even-odd split of the items on the instrument
produced a reliability coefficient of .865. In a first
half-last half split, a reliability coefficient of .629
was established.




A survey of the literature of conflict management
revealed 76 concepts of successful conflict management.
These concepts were ranked as in importance by a panel of
eaperts (twenty-four authors in the field and sijc prac¬
titioners in the management field who had demonstrated
success in hahdling conflict situations).
Criterion-Related Validity
A correlation coefficient of .689 was established
between the Conflict Management Scale and the Rokeach
Dogmatism Scale.
A correlation coefficient of .323 was established
between the Conflict Management Scale and the Rotter's
Internal Versus External Control Scale
Construct Validity
The Conflict Management Scale was administered to
two groups of practicing managers. One group of twenty-five
had been designated by their superiors as successful managers
of conflict. The other group of twenty-five managers was
selected randomly from the same organizations. A signifi¬
cant difference in responses at the .01 level was established
between the groups.^
Noah Rider, Rider-Coughlin Conflict Management Scale




In summary, this chapter has reviewed what is dis¬
cussed in the literature about conflict management. To
develop a clear picture of this area, related topics such
as systems approach, value of conflict, strategies of con¬
flict management, communications as a factor in managing
conflict, individual as a factor in conflict management,
and Rider-Coughlin Management Scale have been discussed.
The review of literature indicates that continued study
and research are needed to further refine the knowledge
and understanding of effective conflict management for
school administrators.
CHAPTER III
RESEARCH DESIGN AND METHODOLOGY
Introduction
This chapter consists of two parts. Part I includes
the procedures used in developing the systems approach
tested in this study and Part II contains the procedures
used for measuring the effects of the systems approach on
the attitudes of principals participating in the study.
Part I: Development of the Systems Approach
The development of the systems approach included five
steps: (1) extracting pertinent concepts from the litera¬
ture; (2) reviewing and summarizing concepts used in a
study by Rider; (3) identifying and incorporating concepts
used by experts in the field; (4) devising the systems
approach; and (5) field testing and revising the approach
based on test findings. An explanation of these five steps
is listed below.
Step 1; Pertinent Concepts
The literature revealed a list of concepts worthy of




step 2: Rider's Concepts
In an earlier study. Rider convened a panel of 24
nationally recognized authors in the area of conflict
management and six practitioners from the metropolitan
Atlanta area. This group responded to 76 concepts
devised by Rider from the literature as pertinent and
identified seven additional concepts that should be added
to the list. These concepts are identified in Appendix
A of this study.
Step 3: Identification.and Incorporation
of Concepts
Steps 1 and 2 enabled the writer to identify 34 con¬
cepts which were grouped for practical purposes under
five categories. The 34 concepts derived from steps 1
and 2, which are presented on page 53, involved the fol¬
lowing procedure:
(1) Extracting the three components of
conflict management as defined by
Rider in Chapter 1 and from the matrix
in Figure III.
(a) analyzing a conflict situation
(b) revealing its key elements
(c) Selecting and enacting strategies
to attempt a conciliatory
settlement.
(2) Extracting the high percentage items
from the matrix that did not fall under
the above categories.
(3) Rewriting the extracted items in competency
form.
The procedure described above resulted in forming the
following five categories:
FIGURE III
Summary of Concepts Author Gorton Beckhart Deutsch Home&Lupton Robbins Johnson If)fwa>tW)opi' Straussand Sayles Pi<uc■p'w McGregar DaHard Davitz Freeman Hanens otJW)r—1(Ua Blake Kallejian Culbertson Seiler Sherif ContentAnalysi
Respect for individual
differences X X X X X X X 33%
Optimistic outlook X X X 14%
Conflict management
strategies X X X X X X X 33%
Cooperative process
among parties X X X X X X 29%
Effective and open
communication (under¬
standing, listening) X X X X X X X X X X X X 57%
Consideration of atti¬
tudes, beliefs, values
perceptions X X X X 19%
Understanding emotions
and feelings X X X X X X X X X 43%
Provide information
concerning goals and
objectives of parties X X X X 19%













an Robbins Johnson Rogers Straussand Sayles <Dc4-> McGregar DaHard jDanitz Freeman Hanens Delgdo Blake Kallejian Culbertson Seiler Sherif Rider ContentAnalysis
Empathy toward parties X X X X 20%
Global-comprehensive
view of conflict X X X X 19%
Analyzing conflict X X X X X 24%
Nature of issue X X 9%
Reasons for the conflict X X 9%
Penetrating fact seeking X X X X 19%
Magnitude of problem X X 9%
Superordinate goals X X 19%
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1. The administrator initiates a cooperative
process of conflict management.
2. The administrator demonstrates an under¬
standing of the emotional feelings of the
disputant.
3. The administrator establishes a global
comprehensive view of the conflict during
the process of analyzing a conflict.
4. The administrator is able to employ pene¬
trative fact seeking techniques to reveal
the key elements in a conflict.
5. The administrator is able to facilitate the
achievement of alternatives to the conflict.
These categories are referred to as administrator com¬
petencies and were used in this study for organization and
clarity.
Competency I; Initiating a Cooperative
Process of Conflict Management
Concepts
1) Deutsch identified the following four character¬
istics of the cooperative process needed to resolve a con¬
flict situation:
a. Communication. A cooperative process is
characterized by open and honest communication
of relevant information between the partici¬
pants. Each is interested in informing as
well as being informed by the other.
b. Perception. A cooperative process tends to
increase senstitivity to similarities and
common interests, while minimizing the
salience of differences. It stimulates a
convergence of conformity of beliefs and
values.
c. Attitudes toward one another. A cooperative
process leads to a trusting, friendly attitude
and it increases the willingness to respond
helpfully to the other's needs and requests.
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d. Task Orientation. A cooperative process leads
to a definition of the conflicting interests
as a mutual problem to be solved by collaborative
effort. It facilitates the recognition of the
legitimacy of each other's interests and of the
necessity of searching for a solution which is
responsive to the needs of each side.^
2) Horne and Lupton revealed that managers spend 50
to 90 percent of their time attempting to communicate
clearly and thus communication is relevant in resolving
conflict.
3) Robbins described concepts which emphasized that
effective communication takes place only when one is under-
3
stood and is a necessary tool in resolving conflict.
4) Effective communication which allows the partici¬
pants to coordinate their efforts at resolving their dif¬
ferences, provide information concerning their goals and
positions, ventilate emotions, reason together, compromise,





J. H. Horne and T.
of Middle Managers," Journal of Management Studies 1 (1956):
14-33.
3
Stephen P. Robbins, Managing Organizational Conflict:
A Nontraditional Approach (Englewood Cliffs, N.J.: Prentice-
Hall, Inc., 1974), p. 32.
4
D. W. Johnson, "Communications and the Inducement of
Cooperative Behavior in Conflicts: A Critical Review,"
Speech Monographs 41 (1974): 64.
and Its Resolution," p. 37.
Lupton, "The Work and Activities
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5) Rogers in his studies indicated that there are
certain characteristics of a good relationship between a
counselor and a client. The writer applied these charac¬
teristics to a conflict situation involving the manager of
the conflict and the person(s) involved in the conflict.
These characteristics include:
A. The administrator is able to participate
completely in the party's communication.
B. The administrator's comments are always
right in line with what the party is
trying to convey.
C. The administrator sees the party as a co¬
worker on a common problem.
D. The administrator treats the party as an
equal.
E. The administrator is well able to understand
the party's feelings.
F. The administrator really tries to understand
the party's feelings.
G. The administrator always follows the party's
line of thought.
H. The administrator's tone of voice conveys
complete ability to share the party's feelings.
6) Sayles and Strauss illustrated several barriers
to communication. These barriers must be considered in
2
every conflict situation (see Figure IV).
p. 256,
Rogers, Client-Centered Therapy, pp. 53-^54.
)
"Sayles and Strauss, Human Behavior in Organizations,
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FIGURE IV

































7) Deutsch stressed the importance of administra¬
tors reducing the tension between the two sides through
careful listening as a conflict management strategy.^
8) Stagner conveyed in his studies that human beings
in conflict situations usually refuse to hear the views of
2 .
the opposition.
9) The administrator must develop good listening
skills to help remove the blocks and distortions in the
^Deutsch, "Conflict and Its Resolution," p. 47.
2
Stagner, "The Analysis of Conflict," p. 91.
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communication process so that mutual understanding may
develop.^
10) An awareness of the value of three underlying
conditions to the management of internal organizational
conflict is necessary for the successful conflict manager.
These conditions involve:
a. Authentic communications
b. Attitudes of mutual trust and support
2
c. Genuine respect for individual differences.
Competency II: Understanding Emotional
Feelings
Concepts
11) Frustration is produced by interference with
organism's goal-directed behavior and that this frustration
produces a drive-state toward harming the source of the
interference.
12) Emotions are as important to consider in deal¬
ing with a conflict as facts.^
13) Characteristics of an ideal relationship between
the counselor and the client. For the purpose of this
study the investigator applies these characteristics to a
^Deutsch, "Conflict and Its Resolution," p. 48.
2
D. McGregor, The Professional Manager CNew York:
McGraw-Hill Book Company, 1967), p. 193.
^J. Dollard, L. W. Dobb, N. E. Miller, 0. H. Mowrer,
and R. R. Sears, Frustration and Aggression CNew Haven,
Conn: Yale University Press, 1939).
^Gorton, Conflict, Controversy and Crisis in School
Administration: Issues, Cases and Concepts for the 70*s.
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good relationship between the administrator and the party
or parties involved in the conflict. These characteristics
are:
a. The administra tor is well ab le to und ers tand
the party's feelings •
b. The administra tor really tri es to unders tand
the party's feelings •
c. The administra tor's tone of VO ice convey s
comp lete abili ty to share th e party's
feel ings.1
14) The meaning o f the various emotions dep ends
experience and mus t be recognize d by the con flic
managers
15) Empathic speech is based on the complexity of
feelings as experienced and the need to realize the com-
3
plexity of another's emotions is very necessary.
16) Language occurring to us in personal speech
reflects our distance from one another, and the empathic
position in particular evokes emotional reverberations and
spontaneous verbal accompaniments which serve to identify
4
the position of the disputant.
17) Rewarding stimuli are positive reinforcers and
induce behavior in resolving conflict.^
^Rogers, Client-Centered Therapy, p. 54.
^Daritz, The Language of Emotions, p. 5.
r
Daniel X. Freedman, Psychiatry and Applied Mental
Health Year Book (Chicago: Medical Publishers, Inc., 1980),
p. 193.
4Havens, "Explorations in the Uses of Language in
Psychotherapy: Complex Empathic Statement," p. 40.
Sjose M. R. Delgdo, Emotions (Dubuque, Iowa: Wm. C.
Brown Company Publishers, 1968), p. 15.
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18) Empathy can involve a transmission or sharing
of bodily emotions, and verbal statements can either
initiate or reflect the transmission of emotions.^
19) Speech is based on the complexity of feelings
as experienced and the need to realize the complexity of
2
another's emotions in a conflict situation.
20) Havens suggested two phases to serve as empathic
bridges between the administrator and disputant; (1)
Celebrating the naturalness of a feeling: No wonder you
are upset; and (2) Bridging conflict: It is no wonder you
are upset; take courage).^
Competency III; Establishing A Global-
Comprehensive View ~ '''''' '
Concepts
' 21) In a conflict situation it is imperative to get
the conflict out into the open where it can be examined
4
and evaluated by all who are a part of it.
22) Conditions for conflict resolution should be
discussed by all parties involved.^
^Havens, "Explorations in the Uses of Language Psycho
therapy: Complex Empathic Statements," p. 40.
2
Freedman, Psychiatry and Applied Mental Health
Year Book.
Havens, "Explorations in the Uses of Language in
Psychotherapy: Complex Empathic Statements."
^R. R. Blake, "Psychology and the Crises of States¬
manship," American Psychologist 14 C1959): 124-30.
^V. J. Kallejian, I. R. Weschler, and R. Tannerbaum,
"Managers in Transition," Harvard Business Review 33 (1955)
55-61.
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23) "Comprehensiveness" is defined as approaching
complex conflict situations with a broad as well as a
specific view. This is a concept the administrator must
utilize to successfully manage conflict.^
24) In an attempt to reveal the key elements of the
conflict, Gorton suggested the following procedure:
a. Determine the primary reasons for the conflict.
b. If directly involved, attempt to view or under¬
stand th e di spute from the opposing side •
c . If in th e ro le of mediator , gain an insi ght
into the way each side per ceives the other.
and the way they perceive the main i ssue wh ich
has crea ted the conflict.
d. Determin e th e true aim or goal of bo th part i es
to the confl ict.
e. Determin e th e important facts of the situat ion.
1. Veri fy the facts as presented by both s ides
2. Dete rmin e if there are facts now known or
not reported by disputants.2
25) Deuts ch identified severa 1 factors to cons ider
det(ermining the goals and obje ctives of each party.
a) Attain a s much information as possib le about
all disp utan ts involved.
b) Learn ab out the character! sties of the part ies
(motivat ion, aspirations, and object! ves) •
c) Learn about the disputants' conceptions about
the conflict.
d) Gain information about the nature of the issue
■’’Culbertson, Jacobson, and Reller, Administrative
Relationships: A Casebook.
^Gorton, Conflict, Controversy and Crisis in School
Administration: Issues, Cases and Concepts for the 70's.
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e) Determine the environmental conditions within
which the conflict occurred.
f) Determine the strategy and tactics employed
by the parties^ in the conflict. ^
Competency IV: Penetrative Fact Seeking
Concepts
26) The facts as presented by each party should be
2
investigated by the administrator.
27) Fact finding should clarify and broaden the
3
areas of agreement and narrow the issue of disagreement.
28) To determine the magnitude of the conflict is
an important dimension of successful conflict management.
29) Superordinate goals appear to have a positive
effect with strategies such as negotiations, information,
dissemination, and contacts between conflict parties.
Furthermore, they reduce the degree of hostility between
the disputants.^
^Deutsch, "Conflict and Its Resolution," p. 37.
2
Gorton, Conflict, Controversy and Crisis in School
Administration: Issues. Cases and Concepts for the 70's.
^Ibid., p. 332.
^J. A. Seiler, "Diagnosing Interdepartmental Conflic,"
in Current Perspective For Managing Organization, ed. B. M.
Bass (Englewood Cliffs, New Jersey: Prentice-Hall, Inc.,
1970), p. 474.
4
Sherif, In Common Predicament: Social Psychology
of Intergroup Conflict and Cooperation, p. 128.
-62-30)Penetration in thought is sensitive to impli¬
cations and is skillful in separating the relevant from
the irrelevant.^
Competency V: The Administrator is Able
to Facilitate the Achievement of
Alternatives to the Conflict
31) The administrator’s role is to help determine
what kinds, of solutions are possible in a conflict
-H. *• 2situation.
32) The administrator's role is to help make a work¬
able agreement acceptable to the parties involved in the
. .3
conflict.
33) The administrator should aid in helping the
negotiators reach a mutually satisfactory agreement.
34) Administrators must recognize that conflict
management does not end at the time of the final solution.^
Step 4: Devised Systems Approach
After the above procedure of categorizing the conceptr-
under each administrator competency, the concepts were
organized and written as performance criteria. The
^Culbertson, Jacobson and Reller, Administrative
Relationships: A Casebook, p. 47.
2Deutsch, "Conflict and Its Resolution," p. 47.
3lbid.
4lbid.
^Gorton, Conflict, Controversy and Crisis in School
Administration I Issues, Cases and Concepts for the 70's.
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performance criteria refer to performances the administra¬
tor should apply in employing the systems approach to
conflict management.
This procedure resulted in the development of the
systems approach which included five phases; Those phases*
their attendant competencies, and the related criteria are
delineated below:
Phase One--Competency I: The administrator
initiates a cooperative process of conflict
management.
Performance Criteria
1. The administrator should provide the proper atmosphere
that is private, relaxes and pleasant.
2. The administrator should recognize the presence of
the disputants by showing concern and willingness to
help.
3. The administrator should demonstrate the use of good
listening skills.
4. The administrator should demonstrate an understanding
of the disputants' message.
5. The administrator should cause each disputant to feel
that what he/she has to talk about is worthy of
consideration.
Phase Two--Competency II: The administrator
demonstrates an understanding of the
emotional feelings of the disputant
Performance Criteria
1. The administrator should be able to identify the
emotional level of the disputant.
2. The administrator should demonstrate the ability to
use empathic language.
-64-3.The administrator should demonstrate an understand¬
ing of how empathic speech can involve a trans¬
mission of emotions.
Phase Three--Competency III: The administrator
establishes a global comprehensieve view
of the conflict
Performance Criteria
1. The administrator should determine
perceives the primary issue.
who each party
2. The administrator should determine
each party.
the true goal of
3. The administrator should determine
closeness between parties.
the degr ee of
4. The administrator should establish
feels about the other.
how each party
5. The administrator should seek common po
interests.
ints of
Phase Four--Competency IV: The administrator
is able to employ penetrative fact seeking
techniques
Performance Criteria
1. The administrator should verify facts as presented
by both parties.
2. The administrator should determine if there are facts
not known or reported by both parties.
3. The administrator should be able to present new
information clarifying misconceptions about certain
issues.
4. The administrator should, again, seek common points
of interests.5.The administrator should determine the magnitude of
the conflict.
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6. The administrator shold employ a stop, look, and
listen strategy.
Phase Five--Competency V: The administrator is
able to facilitate the achievement of
alternatives to the conflict
Performance Criteria
1. The administrator should establish realistic and
attainable steps toward an integrative solution.
2. The administrator should organize and implement a
plan of resolution.
3. The administrator should continue the conflict
management process.
Figure V describes the systems approach based on
the competencies stated above.
Step 5: Field Test and Revision
of Systems Approach
In field testing the initial verision of the systems
approach, a workshop was presented to a group of fifteen
principals. The field test results indicated a need for
clarification of items listed in Phases One through Five
of the design. The revised approach is shown in Figure VI
which includes a systems approach to conflict management
based on the competencies stated above. It amplifies the
interrelationships of subsystems, and the output and
subsequent input can readily be seen. The development of
a system for resolving a conflict situation in a positive
and integrative manner was based on the following criteria
(1) The system is systematic--methodological,
coherent, designed and analytic in nature.
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(2) The system is relational--it accounts for
referents, connections, interconnections,
and directions.!
To meet the above criteria. there were five steps
emp loyed : (1) stating the overall obj ective. (2) identify
ing the subsystems and their activi ties that determine the
ove rail obj ective, (3) establishing j ustification for each
of the subsystems, (4) employing me asures of perf 0 rmance
in terms of feedback (evaluative in formation) , and C5)
des cribi ng the functional and facil itating linkage of all
rel evant subsystems in the process. 2
Th e overall ob j e ctive of the system is to resolve a
con f 1 ict situation in a positive an d integrat ive manner.
The overall objective is not to be confused with the objec¬
tives of the disputants of the system. The administrator
must consider the true objective of the whole situation.
The subsystems and their activities, as delineated
in the literature, are divided into five phases. These
phases and activities are described in Figure VI as (1)
initiating a cooperative process of conflict management--
set conducive atmosphere, recognize presence of disputants,
demonstrate good listening skills, consider the disputants'
message as being worthy, (2) understanding the emotional
feelings of the disputant--identify emotions, use empathic
^Churchman, The Systems Approach, p. 8.
^Immegart and Pilecki, An Introduction to Systems for
the Educational Administrator, p. 5.
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language, transmit negative emotions to positive emotions,
C3) establishing a global comprehensive view of the
conflict--party's perception of the issue, true goals of
parties, degree of closeness between party's common
points of interest, (4) employing penetrative fact seeking
techniques--verifying facts presented by each party,
gather unknown facts, present new information, seek common
points of interest, determine magnitude of conflict,
employ stop, look, listen strategy, and (5) facilitating
the achievement of alternatives to the conflict--establish
attainable steps toward an integrative solution, organize
and implement plan of resolution, continue conflict manage¬
ment process. The reason for separating the system into
subsystems is to provide the administrator with the kind
of evaluative information (feedback) needed in order to
tell whether the system is operating properly and what to
do next.
It is for this reason that the investigator began
with the rational breakdown of the system and the activities
the subsystem must perform. Thus, the administrator sees
the many activities involved in reaching the overall
obj ective.
The justification for using the subsystems and their
activities used in the development of the system were
derived from the literature. The literature reveals that
the concepts used in this study are important in resolving
conflict.
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There is internal feedback or evaluative information
which can be considered an output of system activity.
From phase one through phase five the .administrator is
receiving evaluative information based on the output of
each subsystem activity. Therefore, the feedback gained
from each output will provide the administrator with the
needed measures of performance. If the subsystem's objec¬
tive is accomplished proceed to the next subsystem. Con¬
versely, if the subsystem's objective is not accomplished
repeat the previous phase until the objective is reached.
Information from the above steps aided the investi¬
gator in describing the functional and facilitating link¬
age of all relevant subsystems in the process, and the
quality of subsystem output at every phase of the process
that will be determinant of the quality of the eventual
process output.
In order to illustrate clearly the relevance of
process conception of the system to resolving a conflict
situation in a positive and integrative manner, the
investigator will describe the relational and systematic
flow of the approach.
Phase one--initiating a cooperative process and
phase two--understanding the emotional feelings of the
disputants are the most important of the subsystems. Why
are these phases so important? The input process of the
two working simultaneously together sets the tone for the
conflict management process and removes the barriers to
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communication that could result in distortion. In addition,
the input process enhances the relationship between the
administrator and disputants. Furthermore, the diagram
amplifies the two phases linking each of the subsequent
phases. Therefore, the effective use of the activities
used throughout the system process may serve as a viable
vehicle to facilitate a positive communications process
within the system.
The feedback (evaluative information) gained from the
output of phases one and two may provide the administrator
with valuable information needed to determine the effective¬
ness of the activities involved in creating cooperation,
trust and understanding. If these objectives are accom¬
plished proceed to phase three. However, if the objectives
are not accomplished repeat phases one and two until the
objective is reached. The productive output of these
subsystems activities is, of course, input for the subse¬
quent system activity.
The input activity in phase three provides the admin¬
istrator with valuable information to establish a global,
comprehensive view of the conflict. Again, as shown in
the diagram, the subsystems activities in phases one and
two must be repeated in this subsystem to continue the
cooperation, trust, and understanding established from the
output of subsystems one and two. This subsystem activity
is concerned with getting the conflict out in the open where
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it can be examined and evaluated by all who are a part to
it in order to reveal the key elements of the conflict.
Therefore, the conditions for its resolution can be dis¬
cussed by all parties involved.
The feedback (evaluative information) gained from
the output of phase three may provide the administrator
with valuable information needed to determine the effective¬
ness of the activities involved in creating a global com¬
prehensive view of the conflict. The productive output of
of this subsystem activity is input for the subsequent
system activity. Again, if the subsystem's objective is
accomplished proceed to phase four. Conversely, if it is
not accomplished repeat phase three.
It is the input activity in phase four that provides
the administrator with information necessary to employ
penetrative fact-seeking techniques. After the adminis¬
trator has ascertained how parties to a dispute view each
other and the issue in question, he/she needs to investi¬
gate the facts presented in phase three. In many conflict
situations, the parties involved may fail to report or not
consider pertinent information. The goal of the adminis¬
trator in fact finding should be to clarify and broaden the
areas of agreement and narrow the issue of disagreement.
Again, as shown in the diagram, the subsystems activities
in phases one and two must be continued in this subsystem
to continue the cooperation, trust, and understanding.
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Furthermore, it should be determined if there is a need to
repeat phase four. It is important to note that in this
phase the stop, look, listen strategy may be employed.
After deciding the magnitude of the problem, there may be
times in conflict situations when it is best not to take
any action and give the matter a chance to correct itself.
However, this decision should be based on the feedback
gained from the output of phase four. If, however, the
administrator should continue the process at this time,
he/she may use the output of the subsystem activity as
input for phase five--facilitating alternatives to the
conflict.
Phase five is concerned with establishing realistic
and attainable steps toward an integrative solution.
Again, repeating the subsystem activities in phases one
and two to continue the cooperation, trust, and under¬
standing established and continued throughout the system
activities. Subsequently, all participants are involved
in establishing a list of alternatives to the conflict.
This list of alternatives may give bases for establishing
a superordinate goal that will give directions for the
establishment of a procedure to meet the system objective.
Therefore, a plan of resolution may be implemented. It is
important to note, conflict management does not end at the
time of the resolution. Hurt feelings may still exist and
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scars which were incurred during earlier stages of conflict
may still require the administrator's attention.
The productive output of the subsystems activities
may result in resolving a conflict situation in a positive
manner.
In this system process design, the interrelationships
of subsystems, and of output and subsequent input, can
readily be seen. The success of any negotiations process
is centered in the functional and facilitating linkage of
all relevant subsystems in the process, and the quality of
subsystem output at every stage of the process is a deter¬
minant of the quality of eventual process output.
Part II: Measuring the Effects of
the Systems Approach
The following procedure was used to measure the
effects of the systems approach identified in this chapter
on principals relative to attitudes of conflict management:
1) selected and sought approval of the instrument used in
the study, 2) selected the sample, 3) administered a
pretest to an experimental and control group, 4) subjected
the experimental group to the systems approach, 5) admin¬
istered the posttest to the experimental and control group,
6) tabulated the findings of both groups and computed the
difference between the scores of the pretest and posttest
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to identify the significance between the scores in each
group, and 7) recorded findings, conclusions, and impli¬
cations derived from analysis and interpretation of the
data and made recommendations.
The Instrument
The Rider-Coughlin Conflict Management Scale was
used in this study. This scale is designed to measure the
attitudes of individuals relative to certain concepts
associated with the successful management of conflicts.
Initially developed in 1973 at Georgia State University,
Atlanta, Georgia, the instrument contained twenty-five
concepts of successful conflict management. These concepts
were evaluated by utilizing the Semanic Differential, an
attitude assessment technique developed by C. E. Osgood and
Associates.
In 1976, in a study conducted at the U.S. Army and
General Staff College, Fort Leavenworth, Kansas, the Con¬
flict Management Scale was revised into its present form.
Using the Hierarchical Clustering Scheme, a data reduction
technique which empirically clustered the similarities
of the concepts and responses, the twenty-five concepts
were reduced to ten.
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Test-Retest Reliability
Reliability coefficients of .812 and .738 were
established in test-retest administrations of the instru¬
ment.
Internal Consistency
A reliability coefficient of .904 was established
for internal consistency using the Kuder-Richardson Formula
20 statistical technique.
An even-odd split of the items on the instrument
produced a reliability coefficient of .865. In a first
half-last half split, a reliability coefficient of .629
was established.
Content Validity
A survey of the literature of conflict management
revealed 76 concepts of successful conflict management.
These concepts were ranked as to their importance by a
panel of experts (twenty-four authors in the field and six
practitioners in the management field who had demonstrated
success in handling conflict situations).
Criterion-Related Validity
A correlation coefficient of .689 was established
between the Conflict Management Scale and the Rokeach
Dogmatism Scale.
A correlation coefficient of .323 was established
between the Conflict Management Scale and the Rotter's
Internal Versus External Control Scale.
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Construct Validity
The Conflict Management Scale was administered to
two groups of practicing managers. One group of twenty-
five had been designated by their superiors as successful
managers of conflict. The other group of twenty-five
managers was selected randomly from the same organizations.
A significant difference in responses at the .01 level was
established between the groups.^
The Population
The population for this study consisted of 52 prin¬
cipals from the Dekalb County Public School System in
Decatur, Georgia. The school system consists of 22 high
schools and 80 elementary schools located in the metro¬
politan Atlanta area. The principals who took part in the
study represented 32 elementary schools and 20 senior high
schools. The schools ranged in size from 280 students in
the smallest elementary school to 1,900 in the largest high
school. The age of the principals varied from 30 to over
61 years. Experience as a principal ranged from less than
one year to over 25 years. All of the principals held a
master's degree and professional certification in admin¬
istration by the State of Georgia. Eight held earned
doctorates. Six of the principals were female.
^Rider, Rider-Coughlin Conflict Management Scale.
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Sampling Procedure
Permission was requested and granted by the Dekalb
County School System to conduct the study. The 52 prin¬
cipals were selected by use of a random number chart.
Again, the random number chart was used to select the 26
participants for the control and experimental groups.
Principals were assured of anonymity and were ad¬
vised that the results were for research purposes only.
The instrument used in the study was mailed to all partici¬
pants. After all instruments were returned the experimental
group was invited to a workshop in which the systems
approach was explained (see Appendix C).
After the experimental group had undergone training
via the workshop, the instrument was again mailed to all
participants.
Statistical Treatment of Data
The t test was used to analyze the data. The t ratio
was computed for each group based on their pre and post¬
test results. The ratio derived from these scores was
computed at the .05 level of significance.
Administering the Pretest to the
Experimental and Control Groups
The Rider-Coughlin Scale and a self-addressed stamped
envelope were mailed to the experimental and control groups
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simultaneously. The scale was accompanied by a cover
letter explaining the procedure and requesting the partici¬
pants to return the scale within five days. Subsequently,
all 52 forms were returned within eight days.
Subjecting the Experimental Group
to the Systems Approach
After receiving the pretest from both groups, a
letter was sent to the experimental group inviting them to
a seminar. The workshop was implemented Csee Appendix C).
Administering the Posttest to the
Experimental and Control Groups
After subjecting the experimental group to the systems
approach seminar five days later, the Rider-Coughlin instru¬
ment and a self-addressed stamped envelope was mailed to
both the experimental and control groups. The scale was
accompanied by a cover letter explaining the procedure and
requesting the participants to return them within five days.
All forms were returned in seven days.
Research Design
A randomized Pretest-Posttest control group design
was used in the study. This design was used to investi¬
gate possible cause-and-effect relationships by exposing
an experimental group to treatment conditions and comparing
the results to a control group not receiving the treatment.^
^Stephen Isaac, Handbook in Research and Evaluation
(San Diego, California: Edits Publishers, 1977), p. 38.
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The design procedure included:
1. Selecting subjects from a population by
random methods.
2. Assigning subjects to groups and the treat¬
ment (X), or nontreatment (.)• to groups by
random methods.
3. Pretesting the groups on the dependent
variable (Tj), finding the mean pretest
score for both the experimental and
control groups.
4. Keeping all conditions the same for both
groups, except for exposing only the
experimental group to X, the experimental
treatment (independent variable) for a
specified period of time.
T
5. Testing the groups on 2, the dependent
variable and finding the mean posttest score
for both groups.
6. Finding the difference between the and T2
means for each group separately (T2 _ Tj^) •
7. Comparing these differences to determine
whether the application of X is associated
with a change favoring the experimental group
over the control group (which was not exposed
to X) .
A t-test was employed to compute the significance
of the difference between the mean scores of the pretests




consisted of two major phases
systems approach as a vehicle
(1) The
to improving
the ability of administrators to manage conflict and (2) a
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measurement of the effects of a systems approach on the
attitudes of principals as measured by the Rider Coughlin
Instrument.
A six-tep process was utilized in developing the
systems approach to conflict management for use by school
administrators. These six steps were:
1. Extracting pertinent concepts from conflict
management literature.
2. Reviewing the results from the development
of the Rider Coughlin Conflict Management
Scale.3.Formulating a set of concepts based on what
experts in conflict management say is impor¬
tant .
5. Incorporating the list of concepts into the
systems approach.
6. Revising the systems approach.
The above procedure produced the final version of
the systems consisting of five administrator competencies
and twenty-three performance criteria.
The testing of the systems approach to conflict
management for use by school administrators included:
1. Improving the seminar.
2. Selecting the sample.
3. Administering the pretest to experimental
and control groups.
4. Subjecting the experimental group to the
systems approach.
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5. Administering the posttest to experimental
and control groups.
6. Employing the t-test to determine the
significance of the difference between the
mean gain scores for the experimental and
control groups.
7. Recording the findings, conclusions, and
implications derived from analysis and
interpretation of the data.
It was hypothesi2ed that there will be no significant
difference in the scores on the Rider-Coughlin Scale between
principals participating in a conflict management workshop
and those not participating.
A t-test was employed to compute the significance of
the difference between the mean scores of the pretests
for the experimental and control groups.
CHAPTER IV
PRESENTATION AND ANALYSIS OF DATA
Introduction
This chapter sets forth the data obtained from the
responses of the 52 principals of the Dekalb County Public
School System, Decatur, Georgia to the Rider-Coughlin
Scale. This scale was developed by the authors as a means
of measuring individual attitudes relative to certain con¬
cepts associated with successful management of conflict.
The data are presented in three sections. Section one
presents the pretest results for subjects and section two
presents the posttest results. Section three contains a
testing of the hypothesis.
Section One
The data on principals' responses to the Rider-
Coughlin Scale pretest results are presented in Table 1.
Results are presented as a score value received by tabu¬
lating each subject's score for the test concepts which
were rated on a scale from one to seven. A seven on all
test concepts would indicate a perfect score.
A high score represents a positive attitude relative to
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certain concepts associated with successful management
of conflict. The scale's concepts totalled a possible
350 points.
TABLE 1










1 282 1 303
2 239 2 203
3 189 3 280
4 215 4 235
5 229 5 295
6 283 6 213
7 239 7 230
8 183 8 234
9 295 9 197
10 254 10 285
11 255 11 274
12 239 12 244
13 281 13 294
14 303 14 275











16 182 16 273
17 334 17 290
18 265 18 258
19 227 19 271
20 264 20 257
21 250 21 249
22 239 22 258
23 265 23 265
24 249 24 135
25 282 25 201







Table 2 shows the difference in the mean of the two
groups, t ratio, and the degrees of freedom for the control
and experimental groups using pretest scores.
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TABLE 2
MEAN DIFFERENCE, T-RATIO AND DEGREES OF FREEDOM









52 1.19 -.1168 50 P> .05
Section Two
The data on the experimental group's pre and posttest
scores are presented in Table 3.
TABLE 3
PRE AND POSTTEST SCORES OF PRINCIPALS IN THE
EXPERIMENTAL GROUP TO THE
RIDER-COUGHLIN SCALE
Experimental Experimental
Subj ect's Pretest Score Posttest Score (_) Gain
I.D. X X
35 303 349 + 46
36 203 298 + 95
5 3 280 334 + 54
54 235 221 -14
40 295 314 + 19
50 213 292 + 79
32 230 260 + 30












60 197 334 + 137
41 285 325 + 40
58 274 263 - 11
42 244 287 + 43
45 294 347 + 53
47 275 312 + 37
55 305 236 - 69
43 273 326 + 53
37 290 276 - 14
39 258 261 + 03
38 271 289 + 18
33 257 290 + 33
57 249 225 - 24
59 258 323 + 65
56 265 268 + 03
52 135 350 + 215
48 201 314 + 113










The data on the control group’s pre and posttest
scores are presented in Table 4.
TABLE 4
PRE AND POSTTEST SCORES OF PRINCIPALS











03 282 235 -47
05 239 248 + 9
09 189 199 + 10
20 215 221 + 6
13 229 218 -11
14 283 254 -29
17 239 244 + 5
11 183 192 + 9
28 295 271 -24
04 254 232 -22
01 255 244 -11
26 239 220 -19
30 281 280 - 1
18 303 303 0
27 283 282 - 1












23 334 271 -63
25 265 246 -19
10 227 227 0
16 264 283 + 19
07 250 271 + 21
26 239 241 + 2
02 265 189 -76
08 249 251 + 2
29 282 279 - 3
24 241 245 + 4
6567 • 6330 -237
X Y
Mean 252.67 243.46 - 9.11
Table 5 shows the compared differences between the
mean gain scores for the experimental and control groups.
TABLE 5
MEAN GAIN, MEAN DIFFERENCE, T-RATIO, AND
DEGREES OF FREEDOM FOR CONTROL
AND EXPERIMENTAL GROUPS
t Mean Mean Degrees of
Subjects Gain Difference T-Ratio Freedom
Experimental 26 43.26





The null hypothesis states that there will be no
significant difference in the attitudes of principals
relative to successful conflict management after partici¬
pating in a conflict management training workshop and
those principals not participating in a conflict manage¬
ment workshop.
Table 5 shows that a t-ratio of 3.47 was derived by
comparing the difference between the pretest and posttest
mean gain scores for the experimental and control groups.
The t-table value was 2.06 at the .05 level of signifi¬
cance. Since the t-ratio exceeds the t-table value it is
evident that there is a significant difference at the .05
level. Therefore, the null hypothesis is rejected.
CHAPTER V
SUMMARY, FINDINGS, CONCLUSIONS, IMPLICATIONS
AND RECOMMENDATIONS
Introduction
This chapter sets forth a summary of the findings,
conclusions, implications and recommendations based on the
data obtained from the 52 principals participating in the
study.
Summary of Problem and Methodology
This study was designed to develop an approach that
would aid school administrators in managing conflict in a
positive integrative manner. Specifically, the purpose of
the study was twofold: (1) to develop a systems approach
as a vehicle to improving the ability to manage conflict,
and (2) to measure the effects of the systems approach on
attitudes of principals as measured by the Rider-Coughlin
Scale.
The development of the systems approach to conflict
management for use by school administrators included five
steps: (1) extracting some pertinent concepts from con-
(2) reviewing and summarizingflict management literature.
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the concepts used in the Rider study, (3) identifying and
incorporating concepts by experts in the field of conflict
management, (4) devising the systems approach identified
in this study, and (5) testing and revising the systems
approach model.
The testing of the systems approach to conflict
management for use by school administrators included:
(1) selecting the sample, (2) administering the pretest
to experimental and control groups, (3) subjecting the
experimental group to the systems approach, (4) adminis¬
tering the posttest to experimental and control groups,
(5) employing the t-test to determine the significance of
the difference between the mean gain scores for the
experimental and control groups, and (6) recording the
findings, conclusions, and implications derived from
analysis and interpretation of the data.
A randomized pretest-posttest control group design
was used in the study. A total of 52 principals from the
urban school setting comprised the subjects used in the
study. The Rider-Coughlin Scale, developed in 1973 by
Rider, was used to collect the data.
A total of five tables were used to report the
findings of the study. These tables are contained in
Chapter IV of this study. There was one null hypothesis.
It was tested at the .05 level of significance.
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Summary of Findings
As a result of the null hypothesis tested in this
study and the data obtained in Chapter IV, the following
findings are summarized:
1. An analysis of the data revealed that there
was no significant difference in the scores
for principals in the eaperimental group
compared to those in the control group at
the point of origin.
2. Principals in the experimental group showed
a 43.26 mean gain between the pre and post¬
test.
3. Principals in the control group showed a
-9.11 mean gain between the pre and posttest.
4. The difference between mean gains for the
control and experimental groups was signifi¬
cant at the .05 level.
Conclusions
The null hypothesis states there will be no signifi¬
cant difference in the attitudes of principals relative to
successful conflict management after participating in a
conflict management training workshop and those principals
not participating in a conflict management workshop. The
hypothesis was tested and rejected at the .05 level of
significance. Based on this data, it is evident that the
systems approach workshop on conflict management created a
significant difference in the scores between the experimental
and the control groups. The concepts utilized in the systems
approach and implemented in this study were effective in
improving the attitudes of principals relative to conflict
management. The data rejecting the null hypothesis revealed
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that the systems approach to training in conflict manage¬
ment is an effective vehicle for improving and changing
the (measured) attitudes of principals relative to
conflict management.
Implications
The implications based on the findings of this study
are that:
(1) principals need to become aware of this
systems approach in order to develop
effective conflict management among their
building personnel
(2) pentral office administrators could
benefit from e^cposure to the systems
approach to conflict management
(3) teachers eaperiencing the systems approach
to conflict management would develop a
change in attitude and be more proficient
in classroom management techniques
(4) students would benefit from the change in
attitude of teachers who have experienced
the systems approach workshop.
Recommendations
From the evidence presented in this study, it is
recommended that:
(1) future researchers employ other "validating
methods to strengthen the validity of the
systems approach.
(2) future research, using the systems approach,
be done and include such variables as age,
sex, experience in school administration,
school size, and racial make-up of a school.
(3) this systems approach workshop be implemented
for all principals in the DeKalb Cpunty School
System.
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(4) research to determine the effects of the
systems approach on teachers relative to
attitudes of conflict management in the
classroom be implemented with expediency.
(5) research be done to determine the relation
ship among conflict management, behavior,
and attitudes of administrators.
(6) additional research be done In the develop
ment and implementation of in-service









CONCEPTS OF SUCCESSFUL CONFLICT MANAGEMENT
1. Conflict is valuable
2. Conflict is inevitabl
3. Conflict is necessary
4. Conflict should be vi
and undesirable.
5. Conflict should be managed not suppressed.
6. Avoidance of conflict does not imply a successful
organization.
7. Creative outcomes generally are only associated with
conflict in which neither party can completely over¬
come the other.
8. Change is a process of education. Conflict is a
fundamental ingredient of change.
9. Tolerance of the opposing parties' views, goals, and
ideas is necessary for successful conflict management.
10. An optimistic outlook is necessary for successful
conflict management.
11. The successful administrator must have the capacity to
accept conflict among the members of his organization.
12. The successful administrator must enjoy managing
conflict.
13. Conflict need not be violent or catastrophic. It can
be regulated and domesticated.
14. The individual should be able to change his values in
a conflict situation.
15. A flexible value system is necessary to successful
conflict management.
16. The effective administrator does not identify his
person with a particular set of values, but places
value in learning processes.
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17. The authoritarian personality type views change in
the organizational setting as a personal threat.
18. Differing values among individuals can be oppor¬
tunities for mutual learning.
19. Conflicts are usually resolved on the basis of
modification of the original position taken by one
or both parties.
20. Some compromise of position must occur if a conflict
is to be settled in a conciliatory manner.
21. If full demands of one party are granted, the
realization of how this settlement affects the
opposing party should be understood by both parties.
22. Even though value systems are not identical and
opposing parties have different optimum positions,
settlement of conflict is possible.
23. If compromi se is necessary to resol ve conflict, then
a thorough understanding of the pos it ions and points
of view of the oppos ing party is ne ed ed.
24. Compromise should no t be ente red in to merely fo r the
sake of avo iding a c onflict.




rather than the issues.
Compromise is often essential to the attainment of
cooperation. The use of compromise should not be
looked upon with disdain as a conflict management
strategy.
Bargaining and compromise may never settle permanently
the terms of conflict resolution. Whenever there is
a change in the relative powers of either of the
opposing parties, new bargains and compromises must
be sought.
Compromise of original position is preferable to no
settlement.
29. An administrator must recognize
involvement of a third party to
becomes necessary.
that at times the
act as a mediator
30. As school-related conflicts become increasingly more
intense and polarized, arbitration by an outside
party may at times be the only feasible method of
conciliation.
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31. Questioning in a penetrating manner what seems self-
evident and what is usually taken for granted,
enables the administrator to examine such things
as stereotypes or obsolete practices and to clarify
the value traditions that surround conflict situations.
32. One extremely difficult task of an effective manager
of conflict is to harmonize the views of the citizens
and specialist who are oftentimes impatient with one
another's values.
33. Suspended judgment by an administrator in a conflict
situation is often the wisest decision an administra¬
tor can make.
34. There are usually many sides and various alternative
solutions to a conflict situation.
35. There are times in a conflict situation when taking
a short-run advantage results in a long-term loss
due to the reaction of the opposing party.
36. Bargains are accomplished by the recognition of both
parties of some common interests between their antag¬
onistic viewpoints.
37. There always are bargaining points in a dispute that
both sides will recognize as points of common interests.
38. In a conflict situation no party is independent of
the opposing side since one side cannot attain its
goals without the other.
39. The success of bargaining depends upon a maintenance
of the working relationship with the opposing side.
40. There can be no bargaining when dealing with an
irrational or fanatical individual or group.
In a conflict situation it
a. Determine the primary
b. Determine the true aim
is extremely important to:
reason for the conflict.
or goal of all parties.












42. Avoidance of extreme rhetoric, epithet hurling, and
the presenting of ultimatums is necessary to success¬
ful conflict management.
43. As long as groups are in conflict, the casting of
blame by either side will lead to a vicious circle
of mutual recriminations.
44. The "balance of power" or "deterrence formula" method
of avoiding conflict usually leads to escalation of
conflict rather than reconciliation.
45. Creditable communication must be maximized between
conflicting parties in order for reconciliation to
occur.
46. Intergroup conflict and its by-products of hostility
and negative stereotypes are not primarily a result
of neurotic tendencies on the part of individuals but
occur under given conditions even when the individuals
involved are normal, healthy, and socially well-
adj usted.
47. A person who i s cooperat ive an d democrat ic within a
group will not necessari ly exh ibi t these tendenci es
in intergroup re 1 at ions.
48. Contact betwee n hostile groups as equals in conti guous
and pleasant s ituations does not. in itself , necessarily
reduce conflic t between them.
49. The injection of mutually desi red goals to a meet ing
of antagonisti c groups' repres entatives wil 1 gene ral ly
lead to a reduction of hostili ty.
50. Negotiations, disseminat ions o f i nformat ion , and
contacts betwe en opposing part ies , without common
concerns affecting all parties, usually cannot lead
to a reduction of hostilities.
51. There are times in conflict situations when it is
best not to take any action. Give the matter a chance
to correct itself.
52. Conflict within an organization can indicate that
important positive changes are occurring.
53. Disruptive, continuous, or pervasive conflict is a
sign that all is not well within the organization.
-102-
54. Understanding how people feel about the issues and
about the other parties involved in a conflict
situation is as important as understanding the
facts about the conflict.
55. The "win or lose" philosophy has no place in conflict
management.
56. Conflict management does not end at the time of the
resolution of conflict.
57. A belief in the innate good intentions of people is
a prerequisite to successful conflict management.
58. A sense of humor is most important in successful
management of conflict.
59. Faith in the American myth of equality before the law
for all individuals is conducive to the successful
management of conflict. Even though this myth has
not yet become a reality, if we cling to the myth and
try to shape reality to match the myth, progress will
result.
60. The individual who boasts of consistency in attitude,
that he has not changed an attitude in years is not
likely to successfully resolve a conflict.
61. The tough, strong, unyielding of principle adminis¬
tration, caught in a conflict situation, will most
likely intensify rather than resolve the conflict.
62. The ability to determine the magnitude of the dis¬
crepancy of unmet expectations of opposing parties
in a conflict situation is an important dimension of
successful conflict management.
63. Limiting the interaction within an organization to
superior-individual subordinate interaction with no
interaction between subordinates is a negative
conflict management strategy leading to the stimu¬
lation of hostility, competition, rivalry, and a
minimum of lateral communication.
64. The administrator who is constantly demanding objec¬
tivity and rationality with experssions such as,
"Let's be objective," and "Let's not be divisive,
we all have the best interest of the organization
at heart," is creating a situation in which it is
no longer legitimate to argue, or discuss, or
express disagreement openly. Differences are
suppressed. They are not eliminated.
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65. Three underlying conditions necessary for the
successful management of internal organizational
conflict are:
a. Authentic communication.
b. Attitudes of mutual trust and support.
c. Genuine respect for individual differences.
66. The right of protest, to be heard, to be received, in
a social conflict (segment of population versus
authority structure such as a school system) should
be protected by law, respected by forces of social
control, and dealt with in good faith.
67. Conciliation in the early stages of a conflict should
be considered by all conflicting parties. Conciliation
entails abandoning the goal of all-out victory,
immediate cessation of hostilities, and extending
concessions by all parties.
68. Often conflict is necessary to maintain a relationship
between individuals, particularly within groups.
Without a way to vent hostility toward each other and
to express dissent, group members might feel completely
crushed and might react by withdrawal.
69. One value of conflict within a group is that it serves
as a means of venting pent-up feelings of hostility
among group members.
70. Conflict is beneficial to an organization to the
extent that it promotes:
a. The circulation of leadership.
b. The modification of old goals.
c. The institutionalization of conflict.
71. The more restricted the object of contention and the
more visible for both parties the clues to victory,
the higher the chances that the conflict be limited
in time and extension.
72. Conflict is more likely to be regulated effectively
when neither of the parties in conflict sees the
contest between them as a single contest in which
defeat, if it occurs, would be total and irreversible
with respect to a central value.
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73. The experience or anticipation of a hopeless outcome
of conflict such that nothing of value is preserved
makes the effective regulation of conflict less
likely.
74. Open communication between conflicting parties is
imperative to successful conflict management.
75. In managing conflict, one should maximize similarities
and common interest between antagonists while minimiz¬
ing differences.
76. A trusting, friendly attitude between conflicting
parties increases the likelihood of successful
conflict management.
77. The rigid personality type is usually a poor manager
of conflict, partially because of close orientation
to the needs and desires of superiors with no
capacity for flexibility.
78. A real conflict must be and will be resolved--sometime,
somehow. It may be deferred; it may be compromised
without a real solution; but it persists until a
viable resolution has been achieved.
79. Much of the difficulty in communications in conflict
situations is on the receiving end. Conflicting
parties refuse to hear the views of the opposition.
80. When the public's interest is ignored in a conflict
situation, selfish interests will tend to intensify
the conflict.
81. The public interest is real, essential, and capable of
concrete expression, so vital to guiding decision
makers.
82. The wise administrator will deliberately induce a
degree of tension within the organization; enough loud
and cheerful argument among its members so that all
possible outcomes are analyzed, the short-term
benefits are compared with the long-run costs, the
moral dilemmas are illuminated, and the public-
relations effects are analytically examined.
83. Compromise makes possible the avoidance or termination
of conflict before the mere strength of the parties
has sealed the decision.
. Mediators may possess considerable moral authority
before which both sides are able to moderate their








Anger (from the Scandinavian; a comparable word in Icelandic
IS anger, meaning "grief" or "sorrow").
Definition; My blood pressure goes up; blood seems to
rush through my body, a sense of being keyed up, over-
stimulated, supercharged; my pulse quickens, by body seems
to speed up, there is a quickening of heartbeat; I feel that
I'll burst or explode; as if there is too much inside to be
held in; there is a churning inside, my heart pounds, its
as if everything inside, my stomach, my throat, my head is
expanding to the utmost, almost bursting, my fists are
clenched; there is a narrowing of my senses, my attention
becomes riveted on one thing; there is an impulse to hurt,
to hit, or to kick someone else, an impulse to strike out,
to pound, or smash, or kick, or bite; to do something that
will hurt; I want to strike out, explode, but I hold back,
control myself; I want to say something nasty, something that
will hurt someone; I keep thinking of getting even, of
revenge; I'm easily irritated, ready to snap; my face and
mouth are tight tense, hard, my whole body is tense, my
teech are clenched, there is a muscular rigidity, a tight
knotted feeling in my stomach; I seem to be caught up and
overwhelmed by the feeling; there is a sense of being
gripped by the situation; there is an intensified focus
to my sensations, my senses are perfectly focused.
I keep thinking about what happened over and over again,
I can only think of what caused the feeling; my reactions
seem to be exaggerated; I'm completely wrapped up in the
moment, the present, the here and now, with no thought of
past or future; I keep searching for an explanation, for
some understanding; I keep thinking, "why?"
Fear (in Old English before 1100, fear, meaning "sudden
attack" or "sudden danger").
Definition: My whole body is tense; there is a tight
knotted feeling in my stomach, a muscular rigidity; I want
to do something, anything, to change the situation and
relieve the tension; my face and mouth are tight, tense,
hard; I'm cold, yet perspiration pours out of me; I'm
jumpy, jittery; my hands are moist; I'm wound up inside,
there's a quickening of heartbeat, my pulse quickens, my
heart pounds, my blood pressure goes up; blood seems to
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rush through my body; there's absolute physical turmoil,
an excitement, a sense of being keyed up, overstimulated,
supercharged; there is a churning inside; I'm stunned;
my body seems to speed up, there is a sense of being
gripped by the situation, I feel vulnerable and totally
helpless; I seem to be caught up and overwhelmed by the
feeling, there is a sense that I have no control over the
situation, being totally unable to cope with the situation;
thoughts just race through my head without control; there
is a sense of not knowing where to go, what to do; I'm
momentarily immobilized; paralyzed; unable to act or move;
there is a clutching, sinking feeling in the middle of my
chest, a heavy feeling in my stomach, a queasy feeling in
my stomach, my stomach shivers and trembles; there is a
tremor in my stomach; I can't smile or laugh, there is an
intense concern for what will happen next; I sweat; there
is a sense of aloneness, being cut off, completely by
myself; there's a narrowing of my senses, my attention
becomes riveted on one thing; there is a sense of antici¬
pation, waiting for something to happen; I can't believe
what's happening is true; I have clammy hands; there is a
yearning, a desire for change; I want things to hurry up
and begin to change; I want to be comforted, helped by
someone; I want to fight against it, not let the feeling
overcome me, I'm afraid of the feeling; I'm intensely here
and now; my reactions seem to be exaggerated, the feeling
fills me completely; the feeling is all involuntary, there
is no anticipation on my part, it all just comes.
Frustration (from the Latin frustratus, meaning "having
disappointed" or "having deceived").
Definition; I'm easily irritated, ready to snap; my whole
body is tense, I'm wound up inside, with a tight knotted
feeling in my stomach; I'm jumpy, jittery, my face and mouth
are tight, tense, hard, there is a tension across my back,
my neck, and shoulders; I want to do something, anything,
to change the situation and relieve the tension; I'm hyper¬
sensitive; there is a sense of being totally unable to
cope with the situation, I seem to be caught up and over¬
whelmed by the feeling; I feel sorry for myself; there is
a sense of being gripped by the situation; I feel as if
I'm under a heavy burden; I am slightly headachy, as if
my brain were tired; it's as if I'm suffocating or smother¬
ing; I feel that I'll burst or explode, as if there is too
much to be held in; there is a churning inside; my blood
pressure goes up; blood seems to rush through my body; I
begin to think what I can do to change the situation, there
is a yearning, a desire for change; I want things to hurry
up and begin to change; I want to strike out, explode, but
I hold back, control myself; there is a narrowing of my
senses, my attention become riveted on one thing.
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Anxiety (from the Latin anxietas, meaning essentially
the same as anxiety in English).
Definition: I'm wound up inside, my whole body is tense,
I'm jumpy, jittery; I want to do something, anything, to
change the sitation and relieve the tension; there is a
tight knotted feeling in my stomach, a tension across my
back, my neck, and shoulders; there is a sense that I have
no control over the situation, a sense of being gripped by
the situation; there's a sense of uncertainty about the
future; I seem to be caught up and overwhelmed by the
feeling; everything seems out of proportion; I have no
appetite; I can't eat, there is a queasy feeling in my
stomach, a clutching, sinking feeling in the middle of my
chest, a gnawing feeling in the pit of my stomach; there
is a yearning, a desire for change; I want things to hurry
up and begin to change; I try to stop thinking of the
situation and try to think of other things; there is an
intense concern for what will happen next, a sense of
anticipation, waiting for something to happen; there is
a sense of aloneness, being cut off, completely by myself;
there is a narrowing of my senses, my attention becomes
riveted on one thing; I want to fight against it, not let
the feeling overcome me, it's involved with other feelings.
Relief (from the Latin relevare, meaning "raise again"
or "assist").
Definition: There is a general release, a lessening of
tension; I'm loose, relaxed; I feel like smiling; there is
a renewed appreciation of life; I have a sense of well¬
being; I'm optimistic about the future; the future seems
bright; there is a sense of harmony and peace within; I
feel safe and secure; I'm free of worry; men are essentially
kind; life is worth living; I am free of conflict, everything
is going right for me, I'm at peace with the world; there
is a mellow comfort; everything--breathing, moving,thinking--
seems easier; I'm completely free from worry, there is a
sense of lightness, buoyance and upsurge of the body; I'm
excited in a calm way; there is an inner buoyancy, a sense
of being more alive, a warm excitement; I keep thinking
how lucky I am; I feel outgoing; I breathe more deeply;
there is a sense of accomplishment, fulfillment; the
feeling seems to be all over, nowhere special, just not
localized.
Hope (in Old English, hopa, which has essentially the same
meaning as hope in current English).
Definition: I'm excited in a calm way; there is a warm
excitement; I'm optimistic about the future; the future
seems bright, the world seems basically good and beautiful;
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men are essentially kind; life is worth living; there is
a sense of anticipation, waiting for something to happen
next; there is a sense of longing; there is a narrowing
of my senses, my attention became riveted on one thing;
there is a renewed appreciation of life, it's involved
with other feelings; it's more an "inner" than an "outer"
feeling; it's a very personal feeling.
Confidence (from the Latin confidentia, meaning "reliant"
or "firmly trusting").
Definition: I feel safe and secure; I'm really function¬
ing as a unit; there's a sense of well-being, a sense of
"rightness" with oneself and the world; nothing can go
wrong; there is a sense of accomplishment, fulfillment;
I'm optimistic about the future; the future seems bright,
everything is going right for me, I'm optimistic and
cheerful; the world seems basically good and beautiful;
men are essentially kind; life is worth living; I feel
like smiling, I'm in tune with the world; there is a sense
of harmony and peace within, a sense of being very in¬
tegrated and at ease with myself, in harmony with myself,
everything seems in place, ordered, organized; there is
an inner warm glow, a radiant sensation; I feel I can really
be myself, I am free of conflict, my mind and body seem
totally unified; there is a renewed appreciation of life;
nothing is a burden; problems fade away and I'm free from
worry; there is something complete within me; there is a
mellow comfort, I'm at peace with the world; everything--
breathing, moving, thinking--seems easier; I have a sense
of sureness, I feel strong inside; I seem to be functioning
intellectually at a higher level, I am able to think
clearly, understand everything; I feel taller, stronger,
bigger, there are moments of tremendous strength; there is
a sense of more confidence in myself; a feeling that I can
do anything; a sense of being important and worthwhile; my
movements are graceful and easy, I feel especially well
coordinated.
Friendliness (in Old English, freond, meaning "love").
Definition; I'm optimistic and cheerful; the world seems
basically good and beautiful; men are essentially kind;
life is worth living; there is a renewed appreciation of
life; I feel like smiling; there is a sense of well-being,
an inner warm glow, a radiant sensation, I'm loose,
relaxed, with a feeling of warmth all over; there is a sense
of harmony and peace within, I'm in tune with the world,
with a sense of being very integrated and at ease with
myself, in harmony with myself; I feel I can really be
myself; I feel safe and secure; there is a mellow comfort,
a general release, a lessening of tension; everything is
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going right for me; I'm optimistic about the future; the
future seems bright; there is a sense of confidence in
being with another person, a sense of trust and
appreciation of another person; there is an intense
positive relationship with another person or with other
people; a communion, a unity, a closeness, friendliness
and freedom, mutual respect and interdependence; I feel
outgoing; there is a sense of empathic harmony with
another person; in tune, sharing and experiencing the
same feelings and thoughts; there is a sense of belonging
with others; a sense of tolerance and acceptance of others;
there is a sense of complete understanding of the other
person; a sense of living, doing something, for another
person; I feel more understanding of others; I want to be
with friends; there is a sense of being wanted, needed;
there is an inner buoyancy, a sense of being more alive,
wide awake, a special lift in everything I do and say;
I feel bouncy, springy; there is a strong sense of interest
and involvement in things around me; my senses are perfectly
focused.
APPENDIX C




CONFLICT MANAGEMENT WORKSHOP FORMAT
Dekalb County School System January 23, 1982
South Area Office
2670 Wesley Chapel Road





A. Tables arranged in U shape to insure visual
contact by all participants




2. Video tape an'd TVIII.First Session - 8:30 a.m.-10:00 a.m.
A. Purpose: (1) to provide the participants
with an indepth understanding of the nature
of conflicts; (2) to develop the skills to
successfully manage conflict.
B. Explanation of the Agenda
C. Handouts - Handbook containing all materials
used in the Workshop. The Handbook begins
on page 113 of the appendix.
D. Lecture on the Meaning of Conflict Manage¬
ment - The process of analyzing a conflict
situation; revealing its key elements; and
selecting and enacting strategies to attempt
a conciliatory settlement.
E. Objectives
1. to recognize the inevitability and
appreciate the value of conflict among
interacting individuals and group.
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2. to develop an awareness of the
importance of you, the individual
manager, in successful conflict
management.
3. to develop the ability to skillfully
use a practical, step by step, systems
approach in positively resolving
conflict.
F. Value of Conflict - Explanation and discussion
using visual charts to amplify materials
described in Handbook
1. circulation of leadership.
2. open articulation of protest.
3. modification of obsolete goals.
4. creation of a new sense of identity for
organizational members.
5. interfacing of previously unrelated groups.
6. releasing of tension in anopen positive
manner.
G. Importance of Individual in Managing Conflict
1. Handbook used - Explanation and discussion
on meaning of values and beliefs
(a) VALUES are what we as individuals,
or as a group, or as a society,
consider right--good--or desirable.
(b) VALUE SYSTEM represents a
prioritizing of an individual's
values in relation to their
relative importance.
(c) BELIEFS are made up of facts, opinions,
and general knowledge about an object
or a concept. When beliefs are added
to values, you have ATTITUDES.
2. Chart used in Figure VI - Explanation and
discussion of how values, beliefs,
perceptions, and emotional stimuli cause
behavior (overt and covert).
IV. Break - 10:00 a.m.-10:15 a.m.
V. Second Session - 10:15 a.m.-12:30 a.m.
A. The Systems Approach to Conflict Management--
The workshop materials used in phases one
through five are in the Handbook. In addition,
large charts were prepared and used as visual




a. Charts used to explain Phase One
as described in Handbook
b. Open Discussion
2. Phase Two
a. Charts used to explain importance of
understanding emotions as described
in Handbook
b. Involved participants in role playing
activities (prepared by workshop
leader), i.e., using empathic
language to transform emotions
c. Video presentation used to analyze
the emotional responses of the dis¬
putant when Phase One and Phase Two
used together (video tape available
from the writer)
The presentation involved a student
going home telling his parents he was
slapped by his teacher. The parent
rushed to school extremely angry
demanding to see the teacher. How
will the principal handle it?
The video presentation included two
strategies: (1) the reaction of the
disputant to the use of Phase One and
Two in a genuine way and (.2) the
reaction of the disputant when Phase
One and Two are not used.
d. Open Discussion
3. Phase Three
a. Visual charts used to explain
importance of taking global view of




a. Visual charts used to explain
importance of employing penetrative
fact seeking strategies to manage







Visual charts us ed to explain
import an ce of in itiating a]Lternatives
to the solution as describeid in the
Handbook
Overhead proj ector used as a visual
tool to show how Ph ases One through
Five fac ilitate the linkage of all
relevant subsyst ems in the process
and the equality of subsystems output
at every phase 0 f the process is a
determinant of the quality of
eventual process ou tput.
Open Dis cussion
V. Evaluation
A. Written instrument completed by each participant
1. General comments*
2. Most beneficial facet of Workshop.
3. Least value.
4. Suggested improvements for Workshop.





Purpose of Conflict Management Workshop
In recent years the inevitability and existence of
conflict wherever individuals and groups are interacting
has taken on an increased pace and intensity in all
segments of society. Due to people-oriented structures,
schools have greatly experienced this occurrence. Con¬
sequently, greater demands are being placed on the school
administrator to successfully manage conflict situations.
Acquiring an indepth understanding of the nature of con¬
flicts as well as developing the skills to successfully
manage them are the prime requisites of the effective
school administrator. The acquisition of these skills
by your administrators will greatly benefit your schools.
What is Meant by Conflict Management?
Conflict management is the process of analyzing a
conflict situation; revealing its key elements, and
selecting and enacting strategies to attempt a concil¬
iatory settlement.
Outcomes of the Workshop
Your participation in this seminar will enable you:
. to recognize the inevitability and appreciate
the value of conflict among interacting
individuals and group.
. to develop an awareness of the importance of
you, the individual manager, in successful
conflict management.
• to develop the ability to skillfully use a
practical, step by step, systems approach in
positively resolving conflict.
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Acquisition of these positive conflict resolution skills
will increase your effectiveness as a manager. This
increased effectiveness will be evidenced by:
. creation of an atmosphere within your school of
less tension, friction, and aggravation which
will be conducive to amiable relationships
between individuals and between administrators
and staff members.
. acceptance by the organization's interacting
individuals and groups of the concept that dif¬




TRADITIONAL VIEW OF CONFLICT
CONFLICT IS:
. . . bad
. . . negative
. . . associated with violence
. . . distructive
. . . harmful
. • . to be avoided
CONFLICT IS CAUSED BY:
. . . poor communication
. . . lack of trust and openness
, . . failure of organizational leaders to be responsive
to needs and aspirations of subordinates
BEHAVIORAL VIEW OF CONFLICT
CONFLICT:
. . . is inevitable
. . . is a natural phenomenon with interacting
individuals and groups
. . . is not necessarily good or bad
. . . has constructive (functional) as well as
destructive (dysfunctional) effects
. . . can be a sign of a healthy
group functioning
. . . is a critical determinant in positive
change and innovation.
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A PROBLEM FOR ORGANIZATIONAL LEADERS!!!
how can it be determined whether the conflict is
dysfunctional or whether the conflict is functional?
CONFLICT IS DYSFUNCTIONAL WHEN IT;
. . . generates extreme actions and counter-actions
leading to hatred and/or violence.
. . . reduces group cohesiveness to the point the goals
of the group are suppressed while the goals of
the in-fighting individuals and/or subgroups are
elevated.
. . . acts to dissolve common ties within the group
leading to total destruction of the group.
CONFLICT IS FUNCTIONAL WHEN IT:
stimulat es creativity and innov at ion.
encourag es interest an d curiosi ty.
provides a medium for problems to be aired and
tensions released.
fosters an environment of self- evaluait ion.
promotes reassessment of group goals and proce
increase s the probabil ity that the group will
positive ly to change.
FUNCTIONAL CONFLICT:
. . . is most often characterized by low to moderate levels
of subtle and controlled opposition.
DYSFUNCTIONAL CONFLICT:
. . . is most often characterized by intense levels of
opposition resulting in hatred, distrust, and
possibly violence.
FUNCTIONAL CONFLICT:
. . . is usually associated with groups performing creative,
unprogrammed, new or novel, decision-making activities.
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DYSFUNCTIONAL CONFLICT:
. . . is usually associated with groups performing highly
programmed, tedious, monotonous activities.
CONFLICT CAN BE THE ANTIDOTE OF "CLOSED INNER-CIRCLE THINK"
. . . it can improve the quality of decision making by
allowing all points of view, particularly those held
by subordinates and minorities, to be considered.
CONFLICT IS BENEFICIAL TO AN ORGANIZATION TO THE EXTENT
THAT IT PROMOTES THE:
. . . circulation of leadership.
. . . open articulation of protest.
. . . modification of obsolete goals.
.. . . creation of a new sense of identity for organizational
membe rs.
. . . interfacing of previously unrelated groups.
. . . releasing of tension in an open positive manner.
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IMPORTANCE OF THE INDIVIDUAL IN MANAGING CONFLICT
VALUES are basic convictions that specific modes of conduct
or end-state existence is personally or socially preferable
to an opposite or converse mode of conduct or end-state
existence.
Rokeach
VALUES are what we as individuals, or as a group, or as a
society, consider right--good--or desirable.
VALUE SYSTEM represents a prioritizing of an individual's
values in relation to their relative importance.
BELIEFS are made up of facts, opinions, and general knowl¬
edge about an object or a concept. When beliefs are added
to values, you have ATTITUDES.




VALUE: "Effective management is desirable."
BELIEF: "Women can be effective managers."
ATTITUDE: "I favor affirmative action programs to
recruit more women into management."
BEHAVIOR: "I'm going to hire a woman for the vacancy
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In recent years the systems appro ach has produc ed
numerous adm inistrati ve support systems in which tech -
niques an d p rocedures have been develop ed to simplify and
systemati ze many of the burdensome aspe cts of educati onal
administrati on. The systems approach h as proven valuable
because i t permits a rational procedure fo r optimizin g
outcomes in difficult and frustrating s ituations by impl e
menting a se t of related operations to sol ve problems
The terra "systems approach" was derived from system thinking
or theo ry. System theory has be en describe d as a gen
sci ence or wholeness. That is. investigating problem
rel ated wholes. In conflict situations, a problem mu
be seen and examined to its full complexity if there
be any chance of solving it. Furthermore, conflicts '
be divi sible into separate parts or phases to reach a
solution.
For the purpose of this study the term systems
approach refers to the assemblying of several parts or
separate entities which work together to solve a problem
or provide alternative solutions. The systejns approach
for managing conflict provides a technique for planning
the process in which an administrator may proceed toward
positive, rational, and integrated conflict resolution.
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Conflict, for the purpose of this study, eaists in
situations in which parties must divide or share resources
so that, to some degree, the more one party gets, the less
others can have. Conflict management, then, is the process
of analyzing the conflict situation, revealing its key
elements, and selecting and enacting a strategy with which
to attempt a conciliatory settlement.
To maximize the outcome of a positive conciliatory
settlement, a systems approach will be used to assemble the
several parts or separate entities which work together to
solve a problem or conflict.
Most conflicts occur because the individual parties
involved perceive the situation as one party gaining and
the other party losing. Where a conflict is present and
the perceptions, attitudes, feelings, situations, and
process produce friction between the parties, the systems
approach to conflict management may serve as a viable tool
for reaching a conciliatory settlement that will benefit
both parties.
By the very nature of their role, school administra¬
tors are consistently placed in situations in which
increased conflict presist. Acquiring an indepth under¬
standing of the value of conflict in managing conflict, the
importance of the individual in managing conflict, and
developing the skills to successfully manage them are prime
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requisities of the effective administrator. Therefore, the
writer is proposing a systems approach that may serve as a
viable tool for administrators in managing conflict.
For the purpose of this study the first part--the
systems approach--wi11 include phases one, two, three, four,







(1) Gi ve full attention
(2) Sh ow concern
(3) Be warm
(4) Be pleas ant
Lisiten
(1) Re fleet the message to the talker. ■ • •
It consists of simply paraphrasing succinctly
th e last statements made by the ta Iker.
(2) Se cure clarification. For the mos t part you
wi 11 understand the talker better.
(3) Us e restatements giving the talker a chance
to correct them. A res tatement by the
administrator will tell the talker whether
he understands his mess age.
(4) De termine your purpose in the list ening
situation.
Be aware of your own biases and attitudes.
Most administrators' biases are based on the
norms of the culture.
(5)
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(6) Hear the whole story before evaluating it;
otherwise, judgment will bias the perception
of the rest of the message. From that time
on, the listerner hears only the data which
fit the early evaluation.
(7) Evaluate how much the speaker's biases are
affecting the message.
(8) Be careful about stereotyping.
(9) Empathize with the talker.
D. Worthy agreement--may cause the disputant to feel that
what he/she has to talk about is worthy of listening.
(1) Never tell the disputant he/she is wrong.
(2) Avoid unfamiliar words.
(3) Never make him/her feel wrong.
E. Concern
(1) Show evidence that you care.
(2) Use statements to indicate a willingness to help.
Phase II
F. Identify emotions to understand how the disputant feels









-129-G.Use empathic speech to reflect a sharing of emotions.
(1) Celebrating the naturalness of a feeling CNo
wonder you are upset.)
(2) Empathic bridges between administrator and
disputant (Take courage).H.Transmission of emotions
(see Figure VI)
Phase IIII.Determine how each party perceives the primary issue.
This procedure aids in determining: 1) The primary
reasons for the conflict, 2) allows the administrator
to view the conflict from all sides.
(a) Party A perceives the problems as
(b) Party B perceives the problems asJ.Determine true goals/objectives of each party. This
standard allows the administrator to focus on the
parties' perceptions of primary issue.
(1) Attain as much information as possible about all
disputants involved.
(2) Learn about the characteristics of the parties
(motivation, aspirations, and objectives).
(3) Learn about the disputants' conceptions about
the conflict.
(.4) Gain information about the nature of the issue.
(5) Determine the environmental conditions within
which the conflict occurred.
(6) Determine the strategy and tactics employed by
the parties in the conflict. Eocample: As the















RELIEF - Someone understands.
HOPE - The future seems bright.
^ The problem can be worked out.
CONFIDENCE - I feel safe and secure.
. I feel sense of accom-
J. pllshment
INTEREST- I am desirous of cooperation.











K. Determine the degree of closeness between each party.
From the list of stated objectives in standard J an
analysis is implemented to determine the degree of
closeness between parties involved. In many cases
some of the goals are related. Therefore, this
procedure helps to refine and determine the goals
agreed upon by both parties.
Refined objectives:









1. Establish how each party feels about the other.
This procedure gives the administrator needed
information to determine if portions of the problem
are related to false perceptions about the other
party. Furthermore, this procedure will serve to
remove some of the blocks or distortions that may
limit the integrative solution process.
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M. Seek common points o£ interests.
An analysis of the information provided from standard
K and L may reveal the common points of interest that















deals with penetrative fact
has ascertained how parties
seeking--after
to a dispute
view each other and the issue in question, he needs to
three In many
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investigate the facts presented in phase
conflict situations the parties involved will fail to
report or not consider pertinent information. The goal
of the administrator in fact finding should be to clarify
and broaden the areas of agreement and narrow the issue
of disagreement. This phase includes:N.Verify facts as presented by both parties:0.Determine if there are facts not known or reported.
An analysis of standard M may help to determine










10.P.Present any new information.
In many conflict situations there is information that
needs to be presented to the parties involved to clarify
misconception about certain issues.
-134-Q.Again seek common points of interest.
An analysis of the information provided in standards








(7)R.Determine the magnitude of the conflict.
From the information provided in standards N, 0, P and
Q the magnitude and scope of the conflict may be
realized. This is an extremely important process in
that it may aid in determining the strategy or
strategies used to continue the resolution process.S.Stop, look,and listen strategy.
After deciding on the magnitude of the problem, there
may be times in conflict situations when it is best
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not to take any action. Give the matter a chance
to correct itself. However, if you should decide
to continue, proceed to standard U.
Stop, look, and listen Continue
Phase V
This phase is concerned with facilitating alternatives
to the conflict. From the information provided from com¬
petencies R and S, several alternatives to the conflict may
be derived. This phase means to do the following:
T. Establish realistic and attainable steps toward an
integrative solution.
(1) Establish a list of alternatives to the conflict








C2) Establish a superordinate goal. From the above
process establish a superordinate goal that both
parties can agree on. Sherif indicated that
superordinate goals appear to have a positive
effect with strategies such as negotiations,
information, dissemination, and contacts between
conflict parties. Furthermore, they reduce the
degree of hostility between the disputants. In
-136-
addition, superordinate goals serve as a necessary
strategy to focus all the selected alternatives
into the direction of a desired superordinate goal.
Superordinate Goal
(3) Create a procedure to meet objectives. Based on
the list of alternatives, a procedure may be
developed to meet the objectives derived as a





U. Organize and implement a plan of resolution.
From the above process, organize and implement the
proposed plan of action as determined by the parties.
V. Continued conflict management process.
The process of conflict resolution should not end at
the time of the final solution. Hurt feelings may
still exist and scars which were incurred during
earlier stages of the conflict may still require the
administrator's attention if future problems are to
be prevented.
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Evaluation of Conflict Management Seminar
Date:
Site:
General Comments: Please make any comment you feel appro¬
priate about any phase of the workshop:
What one facet of the workshop do you feel will be beneficial
to you as a manager?
Least value?
How can we improve the workshop?






Copyright - 1973 - 76
Instructions
The purpose of this instrument is to measure the meanings of certain
concepts associated with conflict situations. You are requested to judge these
concepts against a series of bi-polar adjectives or descriptive scales. In
responding to the instrument, please make your judgments on the basis of what
these concepts mean to you. There is no right or wrong answer.
On each page of this booklet you will find two different concepts to be
judged and beneath it a set of scales. You are to rate the concept on each of
these scales in order.
Here is how you are to use these scales:
If you feel that the concept at the top of the page is very closely related
to one end of the scale, you should place your "X" as follows:
fair X : ; : ; : : unfair
OR
fair X unfair
If you feel that the concept is quite closely related to one or the other
end of the scale (but not extremely), you should place your "X" as follows:
strong : X : ^j •. : weak
OR
strong I I I I : X j weak
If the concept seems only slightly related to one side as opposed to the
other side (but is not really neutral), then you should "X" as follows:




The direction toward which you "X", of course, depends upon which of the
two ends of the ends of the scale seem most characteristic of the concept you
are judging.
If you consider the concept to be neutral on the scale, both sides of the
scale equally associated with the concept, or if the scale is completely
irrelevant, unrelated to the concept, then you should place your "X" in the
middle space:
safe : : : X : : : dangerous
IMPORTANT: Place your "X" in the middle of spaces, not on the boundaries:
THIS NOT THIS
Be sure you "X" every scale for every concept - do not omit any.
Work at fairly high speed. Do not worry or puzzle over individual items.
It is your first impressions, the immediate "feelings" about the items, that
















To be successful the administrator should not accept conflict among the














When a conflict is resolved, conflict management ends. ■
progressive : : jjj
positive jjjj
worthless j j j^ :
dissonant : I I ^j







Conflict is a necessary ingredient of change.
false : | : :
worthless j : ; :
harmonious : j • ;
regressive ^ [ :




















There are times in a conflict situation when it becomes necessary












The injection of mutually desired goals to a meeting of representatives












To search for common points of interest in a conflict situation will only







Understanding how people feel about the issues involved in a conflict is












When involved in a conflict, never miss an opportunity to take an














2863 Wright Drive, S. W.
Atlanta, Georgia 30311
January 5, 1982
Dr. Donald G. Schultz
DeKalb County School System
3770 North Decatur Road
Decatur, Georgia 30032
Dear Dr. Schultz:
I am a doctoral student at Atlanta University in the area of educational
administration. Presently, I am doing a study to examine the attitudes
of principals relative to conflict management.Therefore, I am
requesting permission to administer "The Rider Coughlin Instrument" to
principals of selected elementary and high-schools.
Design
The following procedures will be incorporated to reach the objectives of the
study:
1. The study will use two groups selected from a population by
random methods.
ir
2. Subjects will be assigned to the treatment group, and
non-treatment group by random methods.
3. A pretest using the Rider-Coughlin Instrument will be
administered to both the treatment (experimental) group
and the non-treatment (control) group.
4. All conditions will be kept the same for both groups,-except
for exposing only the experimental group to the Conflict*
Management Seminar.
5. The post test will be mailed to both groups to find the mean
post test score for both groups.
6. The T Test will be used to compute the significance between
the scores of the two groups.
7. The findings will be recorded, conclusions reached, and stated
implications will be derived from analysis and interpretations
of the data, and will then be formulated and presented in the
final thesis copy.






\ BOARD OF EDtX:ATION MEMBEBi.Ray tiackson, Chairman







Robert R. Freeman, Superintendent
3770 NORTH DECATUR ROAD, DECATUR, GA 30032
January 5, 1982
Mr. Melvin Johnson
2863 Wright Drive, SW
Atlanta, Georgia 30311
Dear Mr. Johnson;
I have reviewed your request of January 5, 1982, to administer the
Rider-Coughlin Instrument to principals of selected elementary and high
schools.
Your request is approved utilizing the procedures outlined in your letter
with the understanding that participation of individual principals will be
on an optional basis only.
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